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The focus of this project is to trace how one church’s self-understanding is being 
reshaped so that a new missional imagination is emerging as the congregation’s path to 
the future.  Peak Community Church is typical of many congregations—its ministries 
have been largely inwardly focused.  Functioning like a family reunion, the church’s 
invitation to the community has been “Come be part of what God is doing in here.” 
Rarely was much thought given to the possibility that God is already doing something out 
there, in the community.  Virtually all ministry involvement took place “in church,” 
filling roles in its programs.   
A change process was initiated following a five-step strategy: Awareness, 
Understanding, Evaluation, Experiment, and Commitment.  Part One of this paper 
combines the Awareness and Understanding steps to place an X on the map and say, “We 
are here now.”  The objective is to identify the adaptive challenges this congregation 
faces as it moves toward missional transformation.  Part Two proceeds to the Evaluation 
and Experiment steps by tracing the work of a Missional Action Team, whose assignment 
was to design experiments addressing the obstacles identified in Part One.  Part Three 
addresses the Commitment step by outlining a plan for ongoing transformation involving 
a new community partnership for the church.   
These steps became the foundation of an ongoing change process that has helped 
Peak learn to express its life as a community set apart for the world, not from the world.    
The work is still in progress, but the story of Peak’s journey is encouraging as one way 
the North American Church can move into God’s future.  Other congregations can learn 
from this model as they seek new ways to become missionally engaged in their 
communities. 
 
Theological Mentors:  Alan J. Roxburgh and Mark Lau Branson 
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       In the book Leadership without Easy Answers, author Ronald Heifetz uses the 
language of “getting on the balcony” to describe the need for leaders to gain perspective 
on their situation.1  Heifetz paints an image of a dance floor where a person is engaged in 
intricate dance steps that flow in complex patterns with multiple partners.  To complicate 
matters further, there may be more than one band playing.  In such a situation, it is easy 
for a leader to become caught up in the music and lose track of the larger patterns taking 
place around him.  The challenge is to remain a participant in the dance and at the same 
time become an observer.  In order to do this, one must move back and forth between the 
dance floor and the balcony. 
“How can one get to the balcony,” asks Heifetz, “particularly in an unfamiliar 
situation, when fast music is sweeping everyone up in the dance?”2  This scenario will 
sound familiar to anyone in leadership, but it is especially descriptive of pastoral ministry 
in a local church at the start of the twenty-first century.  The music is loud, and it 
emanates from multiple sources.  Dozens of partners are demanding that the leader dance 
with them, but those of us in leadership are unsure of our own steps—let alone trying to 
coordinate with other dancers.  Furthermore, as leaders, we are never certain to which 
tune we should be listening.  The whole situation can feel very disorienting.  Our dance 
classes did not prepare us for this. 
                                                 
1 Ronald A. Heifetz, Leadership without Easy Answers (Cambridge: Harvard University Press, 
1994), 252. 
 




To press the analogy even further, our dance classes (a.k.a. seminary) only taught 
us certain “steps,” to be used with specific kinds of music.  We were trained to “do 
church” in an institutional context, involving mostly performative, attractional kinds of 
programming. These practices met the needs of the dues-paying club members and any 
visitors who happened to stumble into our gatherings from off the street.  These were our 
“steps” and we learned them well, and in the context of late-modern twentieth-century, 
Western, functional Christendom—our “music”—they worked for us.  However, we now 
find ourselves in a dramatically different context. 
When I graduated from seminary in 1982, the world of twentieth-century 
Christendom was already rapidly fading away though I did not recognize it at the time.  
For the next twenty years, I dutifully rolled up my sleeves and went to work in the 
church.  I believed that perfecting the old “steps” and faithfully performing the old gospel 
“music” would result in Kingdom effectiveness.  Around the turn of the twenty-first 
century, I experienced a growing awareness of something gone terribly wrong.  The 
traditional methods of doing church were no longer the best way to live the gospel in the 
changing cultural climate.  
This feeling of confusion over the changing culture is perhaps best summed up in 
a scene from the film The Fellowship of the Ring.  This is the first film in the Lord of the 
Rings trilogy, based on J.R.R. Tolkien’s novels of the same name.  Released in 2001, it 
served for me as the bellwether of my growing discontent.  In the opening sequence, the 
Elven Queen Galadriel speaks as the camera pans out over a spectacular landscape: “The 
world is changed.  I feel it in the water.  I feel it in the earth.  I smell it in the air.  Much 
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that once was is lost, for none now live who remember it.”3  Galadriel was speaking of 
Middle Earth—Tolkien’s imaginary world of the Lord of the Rings.  However, the same 
words could be used to describe the massive changes engulfing western culture at the 
start of the twenty-first century.   
We pastors live with a nagging sense that something is terribly wrong as we move 
into this new era.  We feel it in the air, and we sense it in our spirit; but most of the time, 
we do not acknowledge it—in fact, we often try to ignore it.  However, the feeling is 
persistent, and it will not go away.  It is the underlying sense that church as it is normally 
experienced in North America is just not working.  The rapid rate of change in culture 
and ministry, the debilitating sense of loss, the feelings of being in exile, the fatigue, the 
low morale, and a disheartening sense of ineffectiveness—these are the conversational 
topics when pastors get together and risk speaking with honesty and vulnerability. 
These were the feelings and questions I brought to the Missional Leadership 
cohort in the Doctor of Ministry program at Fuller Theological Seminary.  Initially I felt 
like the character Neo in the 1999 film The Matrix, after swallowing the red pill and 
discovering just how deep the rabbit hole goes.4  As the program began, my head was 
spinning with new recognitions and insights, but also with a whole new set of questions 
and dilemmas.  Slowly, I began to realize this kind of topsy-turvy orientation was 
precisely the idea of the program.  
                                                 
3 Elijah Wood, et al., The Lord of the Rings: The Fellowship of the Ring, DVD, directed by Peter 
Jackson (Culver City, CA: New Line Cinema, 2001), opening scene. 
 
4 Keanu Reeves, et al., The Matrix, DVD, directed by Andy and Lana Wachowski (Culver City, 
CA: Warner Home Video, 1999), scene in which Neo is presented with the decision to see the world as it 




According to Heifetz, “The right questions can help one get far enough above the 
fray to see the key patterns.”5  Then, once the right questions are asked, there is the need 
to engage in active listening to gain perspective on the situation.  Thus, our work in the 
cohort began in year one with self-examination and reflection on our own readiness for 
the missional transition as leaders.  We made use of two primary tools to aid in this 
process: the Myers-Briggs Temperament Analysis and the PastorLeader Readiness 
Survey from Missional Leadership Institute (MLi).6  The results from these surveys 
became discussion starters in a series of interviews with colleagues, friends, and co-
workers to facilitate a self-assessment process.  Of special interest were areas of 
temperament and leadership style that would likely present obstacles to leading missional 
change in a local congregation.  The whole experience began to expose underlying 
frameworks, maps, and epistemologies that color everything about one’s worldview and 
approach to ministry. 
In the second year’s work, we sought a view of the dance floor itself—that is, the 
local congregation where we serve.  What is this local congregation’s self-understanding?  
What are the primary images or metaphors it uses to describe its character and ethos?  To 
continue with the dance analogy, who are my dance partners?  To which tune are they 
listening?  What patterns are forming as we move about the floor?  Who is on the floor 
and who is sitting out?  As in year one, when the task was to identify the personal 
                                                 
5 Heifetz, Leadership without Easy Answers, 253. 
 
6 David Keirsey, Please Understand Me II (Del Mar, CA: Prometheus Nemesis Book Company, 
1998); Alan Roxburgh and Fred Romanuk, The PastorLeader Missional Leadership Readiness Survey 
(Vancouver, BC: Missional Leadership Institute, 2004).  This organization is now known as the Roxburgh 




adaptive challenges the pastor/leader would face, in year two, the primary objective was 
to identify the adaptive challenges the congregation would face as it moved forward in 
missional transformation.  Again in year two, we made use of tools to assist in the task of 
getting to the balcony: the Appreciative Inquiry process, as described by Mark Lau 
Branson in Memories, Hopes, and Conversations: Appreciative Inquiry and 
Congregational Change; and the Missional Church Readiness Survey from MLi, which is 
similar to the PastorLeader survey but geared toward the whole congregation.7   
In year three, we widened our view still further.  We were again trying to get to 
the balcony for better perspective—this time to the larger community in which our 
church is located.  We accomplished this through a series of conversations with various 
community members in an attempt to exegete the local ministry context.  Once again, a 
process of questioning served to draw out information and perspectives that would 
deepen our understanding of what it means to “do local theology.”  This phrase is 
borrowed from Robert Schreiter, who defines local theology as dialectic between church, 
gospel, and culture.  “Dialectic” is understood as an ongoing conversation between 
various factors with attention given first to one factor and then another in an ever-
expanding pattern of interaction.8  The goal of this conversation was to discover what the 
kingdom of God looks like in the particularity of a given place and to determine how the 
Holy Spirit has equipped this congregation to be a sign, witness, and foretaste of the 
                                                 
7 Mark Lau Branson, Memories, Hopes, and Conversations: Appreciative Inquiry and 
Congregational Change (Herndon, VA: The Alban Institute, 2004); Alan Roxburgh and Fred Romanuk, 
The Missional Church Readiness Survey (Vancouver, BC: Missional Leadership Institute, 2004). See note 
above. 
 




kingdom in its own community.  Missional engagement takes place at the convergence of 
these two questions, where the activity of God “out there” intersects with the preparatory 
work of the Spirit “in here.”   
In my reflection on the conversations, I was able to identify some themes, both 
theological and cultural, that can become points of intersection in the trialogue between 
church, gospel, and culture.9  My guiding questions were: “What are the stories being 
told and lived out in this community?”  Also: “How do these narratives interact with 
biblical and theological themes in the shaping of a local theology?”  This whole process 
revealed that God really does show up in some unlikely places. 
Getting to the balcony in terms of personal and local awareness was preparation 
for designing a process for leading a local congregation through missional transition—
learning new dance steps.  This paper will describe that process as it has been applied 
thus far in the life of Peak Community Church of Fort Collins, Colorado, with the 
following thesis: To help Peak Community Church learn to express its life as a 
community set apart for the world, rather than from the world, the work of a Missional 
Action Team will develop and direct a change process using Roxburgh and Romanuk’s 
change model, with the goal of increasing the congregation’s missional engagement with 
the community. 10 
                                                 
9 George R. Hunsberger and Craig Van Gelder, eds., The Church between Gospel and Culture: 
The Emerging Mission in North America (Grand Rapids: Wm. B. Eerdmans Publishing  
Co., 1996), 9. The concept of a trialogue is taken from the work of Lesslie Newbigin, especially The Open 
Secret. For further study, see Lesslie Newbigin, The Open Secret: An Introduction to the Theology of 
Mission (Grand Rapids: Wm. B. Eerdmans Publishing Co., 1995), 165-172. 
 
10 Alan J. Roxburgh and Fred Romanuk, The Missional Leader: Equipping Your Church to Reach 




The work has been guided by the five-part change strategy developed by the 
Missional Leadership Institute (now known as the Roxburgh Missional Network): 
Awareness, Understanding, Evaluation, Experiment, and Commitment.  The 
congregation has already utilized several tools for the purposes of Awareness and 
Understanding.  Peak Church is presently involved in the Evaluation and 
Experimentation phases.  Step five, Commitment, will require the development of new 
systems and structures to facilitate the ongoing work of cultivating a new missional 
imagination in the church. 
Part One of this paper will combine the Awareness and Understanding steps to 
place an X on the map and say, in author Patrick Keifert’s words, “We are here now.”11  
Chapter 1 will provide a broader description of current congregational praxis—the 
ecclesiology, stories, frameworks, assumptions, and backgrounds of the Peak 
congregation.  Included is an examination of this local congregation’s current self-
understanding along with the primary images and metaphors it uses to describe its 
character and ethos.  Chapter 2 will provide a description of the methodology used to 
address the adaptive challenges this congregation faces as it moves forward in missional 
transformation.   
Part Two will proceed to the Evaluation and Experiment steps in the process.  The 
focus will primarily be on the work of a Missional Action Team (MAT), whose ongoing 
assignment has been to design some experiments that will address the obstacles and 
resistances to missional transformation as identified in Part One.  Beginning with 
                                                 





theological reflection through the practice of dwelling in the Word, this group has sought 
to become a catalyst for change by doing local theology in our community.  The 
experiments were specifically designed to be first steps toward breaking down the “set 
apart from the world” mentality that has dominated Peak’s self-understanding.  By 
designing a series of simple yet practical serving opportunities in the neighborhoods 
around the church facility—and in the larger community—the MAT has succeeded in 
cultivating a new imagination at Peak that is reflected in the phrase, “set apart for the 
world.”  The process has allowed the church to retain its identity as part of the Holiness 
tradition (see below, chapter 1) while offering a new reason for its identity as being “set 
apart” or “called out.” 
Part Three will address the Commitment step by outlining a process by which 
ongoing transformation may continue in the church.  The assumption is that a new 
missional imagination has gained a foothold in the congregation. The challenge is to 














THE VIEW FROM THE BALCONY 
 
 










Peak Community Church, located in Fort Collins, Colorado, is typical of many 
North American congregations in that its ministries are largely inwardly focused.  
Functioning most like a family reunion, the church’s invitation to the community is 
“Come be a part of what God is doing in here.”  Rarely is any thought given to the 
possibility that God might be doing something “out there.”  Ministries are designed to 
meet needs, first for the benefit of current members, and second for the purpose of 
attracting new members.  Virtually all ministry involvement takes place “in church,” 
where members fill roles in congregational ministries and programs.  Coupled with the 
residue of a holiness background that taught Christians to come apart from the world, the 
result is a “fortress mentality,” or the belief that the church’s primary purpose is to create 
a place of shelter and safety from the evil world outside.  Closely related is the idea of a 
“bubble culture:” the church’s purpose is seen as the creation of a sort of parallel universe 
in which Christians may live out their lives so that they never have to come into contact 
with the world.  The question, then, is how the church’s self-understanding may be 
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reshaped so that a new missional imagination emerges as the congregation’s path to the 





In the case of Peak Community Church, certain theological assumptions present 
challenges to missional transition.  Peak is affiliated with the Church of God, Anderson, 
Indiana, founded in 1880 by Daniel S. Warner and others.  The location of our 
headquarters is used to distinguish our group from others that also use the name “Church 
of God,” most of which are part of the Pentecostal tradition.  The Andersonians are a part 
of the Wesleyan Holiness tradition, with generous influences from Arminianism, Pietism, 
the Anabaptists, and the Revivalists of the American Frontier.  In the Dulles models of 
church structure, the Church of God perhaps fits best in the “herald” category, though 
that assessment is admittedly influenced by the popularity of Evangelicalism over the last 
fifty years of the church landscape in American culture.1  As per the herald model, the 
Church of God identifies strongly with the emphasis on the proclamation of the gospel 
and calling people to faith in Christ.  We insist on an emphasis on Word, rather than 
sacrament, and we view the Church as the result of people responding to the message of 
salvation.  Also, we agree that the Church is not the Kingdom—rather, it is the 
Kingdom’s servant, whose primary function is to announce, or herald. 
In an earlier day, however, around the turn of the twentieth century, most Church 
of God worshippers might have more readily identified with the idea of the church as 
                                                 
1 Avery Dulles, Models of the Church (Garden City, NY: Image Books, 1974), 81. 
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“mystical communion.”2  There was a strong emphasis on the work of the Holy Spirit 
placing persons in the body of Christ.  This was a reaction against the practice of church 
membership, which the early Church of God leaders saw as a human process, which by-
passed the transforming work of the Spirit in a person’s life.  One cannot simply “join” 
the church.  The inner transformation by the Spirit is the means by which the believer is 
“joined” to the true church—the body of Christ on earth, made up of all persons who 
have had a similar transformative experience.  Born out of the Wesleyan Holiness 
tradition, this personal experience of “entire sanctification” was seen as the only hope for 
true unity within the body of Christ.  The early Church of God preachers called for an end 
to “sectarian division”—their term for denominations.  The early adopters of this new 
teaching were called “come-outers” because they were coming out of the darkness of 
denominationalism—Babylon—into the “light of truth” of holiness and unity—Zion.3 
“Brother, have you seen the church?” was a common question in the early days of 
the Church of God.  It referred to this mystical vision of the true church as the glorious 
bride of Christ or the shimmering city of God.  The early saints spoke and sang about it in 
these same glowing terms:   
See the Church in heaven’s beauty, 
With her spotless robe of white; 
She is marching on to vict’ry 
In Jehovah’s wondrous might. 
In her walks the holy people, 
And her walls are glory bright; 
                                                 
2 Avery Dulles, Models of the Church, 51. 
 
3 John W. V. Smith, The Quest for Holiness and Unity (Anderson, IN: Warner Press, 1980), 97. 
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On the arm of her beloved, 
Forth she came in dazzling light.4 
 
This mystical vision was not some Platonic ideal, however, which was thought to 
exist only as a shadowy pattern.  Rather, these fiery reformers allowed for no separation 
of a perfect, heavenly church from an imperfect, earthly one.  They were out to create the 
heavenly church on earth and saw themselves as reformers in the line of Luther, Zwingli, 
Wesley, and others.  However, the Church of God leaders believed themselves to be the 
Last Reformation before Christ would return to claim his bride.  Thus, another of the 
early names for this movement was The Evening Light movement.  The name came from 
Zechariah 14:7, which predicts, “When evening comes, there will be light.”  The teaching 
of these reformers was seen as the last glimmer of the light of truth during the long 
church day because “night is coming, when no one can work,” as Jesus predicted in John 
9:4.   
Other influences also played a part in the early days of the Church of God 
Reformation movement.  A strong Adventist theme was common among many church 
groups born in nineteenth century America.  Also, as this was the Reconstruction Era, 
there was from the beginning a deliberate attempt at racial reconciliation, which was 




As previously mentioned, the Church of God has deep roots in the Pietistic and 
Wesleyan Holiness traditions.  In our churches, these themes have taken the shape of a 
                                                 
4 John W. V. Smith, The Quest for Holiness and Unity, 73. 
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strong emphasis on personal holiness.  The doctrine of entire sanctification is the belief 
that a second work of grace in the heart of the believer allows him or her to live 
completely above sin on a daily basis.  This resulted in an emphasis on withdrawal from 
the world.  The purpose and work of the Holy Spirit came to be seen almost entirely in 
individualistic terms—that is, the cleansing and purifying of each individual believer.  
This is a classic example of what Darrell Guder calls “reductionism.”5  By 1880, the 
gospel itself had long since been reduced to individualistic terms—how one can get to 
heaven.  However, now the work of the Holy Spirit also was confined to the inner life of 
individual Christians.  Van Gelder notes that Pietism resulted in one’s personal 
experience with God becoming the center of God’s redemptive work in the world.  
Correspondingly, the church’s ministry was primarily directed toward cultivating the 
means to achieve personal discipleship.6  
As in many other Holiness groups of the day, personal piety in the Church of God 
came to be defined—or at least assessed—primarily in terms of outward appearance.  
Therefore, it is possible to trace the development of this emphasis on personal holiness 
through various fashion trends of the day.  Women were not allowed to wear make-up or 
jewelry, as these were considered “adornment.”  Men were not allowed to wear neckties, 
a piece of superfluous—and therefore worldly—clothing.  Other restrictions prohibited 
dancing, card playing, movies, and other such worldly pursuits. 
 
                                                 
5 Darrell L. Guder, The Continuing Conversion of the Church (Grand Rapids, MI: Wm. B. 
Eerdmans Publishing Co., 2000), 101-105. 
 
6 Craig Van Gelder, The Essence of the Church (Grand Rapids, MI: Baker Books, 2000), 63. 
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The Movement Matures 
 
By the 1950s, most of these outward definitions of holiness had died out, except 
in certain geographical pockets of conservatism.  The Church of God had moved out of 
an adolescent phase of development and was struggling to grow into adulthood.  
Throughout the 1930s and 1940s, the Movement formed various agencies for organizing 
and coordinating the work of the church. In 1950, the graduate School of Theology was 
founded to provide seminary education for pastors—a long-delayed and much needed 
addition.  Ironically, the Church of God Reformation Movement that was started in 
protest against denominationalism had taken on all the trappings of a denomination. 
Movements do not stay movements for long; they either become institutions or 
they disappear completely.  Darrell Guder, citing David Bosch, comments on the 
inevitability of such a predicament: “When a group of people gathers the second time to 
continue doing what they did when they gathered the first time, they have become an 
institution.”7  The real problem, then, is not how to avoid institutionalization.  Rather, it is 
how to maintain the central and driving sense of mission that formed the movement in the 
first place.  This is crucial as it moves through this inevitable and necessary transition 
from movement into institution.   
This is precisely the Church of God’s present dilemma.  Having lost the formative 
sense of mission and calling, almost all our attention has turned inward to questions of 
identity, structure, and survival.  This introspection, in turn, has set us on a path parallel 
                                                 
7 Guder, The Continuing Conversion of the Church, 187. 
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to the early church, which Guder says involves a very predictable progression.8  First, as 
the church becomes focused on survival rather than the penetration of the culture with 
salt, light, and leaven, the gospel comes to be defined solely in terms of meeting 
individual needs.  This reductionism does not mean the teachings are wrong; rather, they 
are simply incomplete.  This truncation of the message is necessary for the purpose of 
managing the institution.  The gospel must be tamed.  In this reduction, however, the 
gospel loses its power to shape the Church.  Instead, the Church as institution begins to 
shape the gospel—that is, reduces it to fit within the institutional structures considered 
necessary to the Church’s survival.  Historically, this reshaping of the gospel has almost 
always meant a separation of the gospel message of salvation from the gospel of the 
Kingdom of God.  The result is the loss of a sense of community.  The church ceases to 
be the eschatological people of God whose calling is to be the sign, witness, and foretaste 
of the Kingdom.         
Now, at the turn of the twenty-first century, the Church of God is indeed 
struggling with this very task—to rediscover a sense of identity.  We have experienced 
the loss of almost all the formative narratives that contributed to our birth as a movement.  
Sanctification as a second work of grace—so-called “Second Blessing Holiness”—is no 
longer a central theme, having been abandoned by many as unbiblical or unattainable.  
Where holy living is still preached, it is certainly not expressed in the outwardly 
recognizable forms of previous generations.  Even the message of unity—the idea of one 
                                                 
8 Guder, The Continuing Conversion of the Church, 189-191. 
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true Church made up of all true believers—is largely understood and accepted by 
members of the very denominations we used to denounce.   
The Church of God is now much more humble in the understanding of its origins 
and is no longer comfortable with the idea of prophetic fulfillment as an explanation for 
its existence.  Then, faced with the reality that we have become a denomination, we must 
come to terms with the fact that we are not a very successful one.  Our growth rate lags 
behind many other similar groups, both within existing Church of God congregations and 
in the planting of new ones.  With a raison d’etre rooted in reforming the church—rather 
than reaching the lost—we have never been able to sustain much of a focus on 
evangelism.  Add to this a locus in the agrarian roots of rural America, and the Church of 
God finds itself feeling lost in the largely urban culture of North America.  In many of 
our congregations, there is a strong sense of nostalgia expressed through the hymnody of 
the early days.  The language used in many of these songs is so archaic—or in some 
cases, so esoteric—as to be completely inaccessible to the uninitiated.  However, this 
music is perceived by some to be the last surviving link with our past, and it will not be 
relinquished without a fight. 
 
A Way Forward 
 
At this juncture, two important themes provide hope that the Church of God can 
recover a sense of mission in the twenty-first century.  The first involves the collapse of 
Christendom and the marginalization of the Church in Western culture.  The second is 
related to our historic understanding of the Kingdom of God.   
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Moving to the Margins 
 
The Church in North America no longer finds itself occupying a place at the 
center of the culture.  More and more it is pushed to the margins of society and is 
considered irrelevant or obsolete.  The tragedy for many churches—and even whole 
denominations—is that they are largely unaware of this dislocation.  For these 
congregations, ministries and programs continue as they have for decades, even though 
the culture they were born into no longer exists.  Other churches and denominations are 
becoming aware of the situation and are responding by pushing back in an attempt to 
“take back” the culture.  The apparent agenda of these groups is to turn back the clock to 
some ideal period in the past when their influence was not only felt, but also appreciated 
by the larger society.  While some Church of God congregations are responding in one of 
these ways, they would do well to remember that, as a movement, we have always been 
on the fringes of the larger Church.  How ironic it is, then, that after one hundred years of 
climbing our way into respectability within the church bubble culture, we find the bubble 
has burst, and the entire Church has moved back to the margins where the Church of God 
started. 
It is understandable that while the mainline denominations feel disoriented and 
exiled at the margins, the Church of God does not.  We began on the fringe, where we 
first found the energy that launched our movement into existence.  Now the whole 
Church must rediscover what it means to be on mission, rather than how to survive as an 
institution.  The pain of dislocation and exile may be the very gift that pushes us toward 
that discovery.  Perhaps Peak Community Church and the Church of God movement can 
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find some resources in our corporate memory that will help us in this process.  At the 
very least, we should remember what it means to be the people of God in a foreign land.  
We must be careful, however, not to resort to outdated ministry forms in the name of 
nostalgia.  The memories and stories can and should be formative, but the methods must 
be current. 
 
Kingdom as Present Reality 
 
The second theme that offers hope for our movement in terms of recovering a 
sense of mission is our historic understanding of the Kingdom of God.  In its 
understanding of eschatology, the Church of God has always held to an amillennial 
position, with a corresponding perspective of the Kingdom as a present reality.  The 
movement is a non-creedal group, as creeds were considered rallying points around 
which further divisions could form.  It is also very loosely organized, so there is by no 
means consensus within the movement on this or any other point of doctrine.  However, 
“Kingdom now” theology has a rich tradition going all the way back to the beginnings of 
the Church of God.  We inherited this from our Anabaptist predecessors dating back to 
the sixteenth century.  Those reformers thought of the Kingdom in terms of outward 
social structures and modes of life.  The influence of the nineteenth century holiness 
movement shaped our thinking more in terms of the inner spiritual life.  However, both 
groups “were convinced that God calls the church to be the community of the Kingdom, 
the herald of the Kingdom, and the sign of the Kingdom.”9  The Church of God has 
                                                 
9 Gilbert W. Stafford, Church of God at the Crossroads (Anderson, IN: Warner Press, 2000), 71. 
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always preached and taught that the Kingdom of God was established in Christ, is 
presently experienced as Christ rules in the heart, and will be brought to consummation at 
the return of Christ when we will begin enjoying heaven eternally. 
This teaching is in conflict with the popular eschatologies of our day as presented 
in the best-selling Left Behind series by authors Tim LaHaye and Jerry B. Jenkins.10  This 
sensational form of prophetic interpretation has left millions of Christians worldwide 
with an escapist mentality.  We picture the Church huddled on the roof while waiting for 
the rapture, since that is our only hope for a future with God.  The rest of the world, of 
course, is destined for cataclysmic destruction.  The Kingdom of God is pushed 
completely into the future and is defined as a literal, earthly, political reign of Christ for a 
thousand years—in short, all the things he said it is not.        
As the church in Western culture continues to redefine its identity in terms of 
missiological ecclesiology, some fresh thinking about the Kingdom of God will be 
crucial.  Craig Van Gelder asserts that a proper understanding of the Kingdom as God’s 
dynamic, redemptive reign is essential for understanding the nature of the Church.  He 
acknowledges that this perspective has become a common point of reference in missional 
theology and in much of the current writing in the field of ecclesiology.  However, he 
laments that it has yet to penetrate the life of many of the denominations and local 
congregations that make up the North American Church.11  We must rediscover what it 
                                                 
10 Tim LaHaye and Jerry B. Jenkins, Left Behind: A Novel of the Earth’s Last Days (Carol Stream, 
IL: Tyndale House Publishers, Inc., 1996). 
 
11 Van Gelder, The Essence of the Church, 74-75. 
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means to be a sign, witness, and foretaste of the Kingdom—a sign and witness of its 
present reality, and a foretaste of the eschatological hope it portends.   
The early Church of God leaders wrote prolifically on this theme, usually in an 
effort to refute the teaching of premillennial dispensationalism.  A. F. Gray noted that 
“the kingdom of God is not an outwardly visible kingdom, geographically located and 
coming with pomp.”  Rather, “it exists within the heart.  It is a tremendous spiritual force 
ruling countless millions, molding the hearts and lives of men, and affecting all 
history.”12  C. E. Brown pointed out that the sheer volume of references to the Kingdom 
in the four Gospels indicates this is an important theme in the mind of God: “That one 
fact alone would create a natural expectation that it was something for the present, as we 
do not suppose the Lord and his apostles devoted all their time to preaching about a good 
time to come which was then fully two thousand years distant.”13  Commenting on the 
relationship of the Kingdom to the Church, Max Gaulke asserted that “the Church is to be 
a facsimile of what the world would be like if it were converted and obedient to the reign 
of Christ.”14 
The purpose in dusting off these early writings is simply to point out the deep 
memory the Church of God has of this foundational idea: the Kingdom of God is a 
present reality.  Indeed, we are guilty of “reductionisms” as well, not the least of which is 
the separation of the Kingdom from the message of the gospel.  However, at least we 
                                                 
12 A. F. Gray, Christian Theology (Anderson, IN: Warner Press, 1946), 206. 
 
13 C. E. Brown, The Hope of His Coming (Anderson, IN: The Gospel Trumpet Co., 1927), 186. 
 
14 Max R. Gaulke, May Thy Kingdom Come…Now! (Anderson, IN: Warner Press, 1959), 111. 
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have avoided the error of projecting the Kingdom completely into the future.  The 
Kingdom describes the life of God flowing in the world today, and this eternal kind of 
life is available now.  This may be for us what Len Sweet calls a “genetic gateway” to a 
renewed sense of mission.15  Deep in our DNA lies this seed of truth regarding the nature 
of the Kingdom.  A sense of corporate insecurity has rendered the Church of God nearly 
silent on this subject in the face of other, more outwardly successful groups who hold a 
different perspective.  However, perhaps we are now finding some allies in unexpected 
places.  In Van Gelder’s words, “Coming to clarity on the meaning of the kingdom of 
God is foundational to understanding the mission of God in the world.”16 
 
Challenges to Missional Change 
 
In the opening decade of the twenty-first century, Peak Community Church finds 
itself largely withdrawn—set apart—from the surrounding culture.  This is due to 
confusion of purpose, loss of identity and direction, and feelings of displacement and 
exile.  As noted above, there has also been some theological justification related to a 
misinterpretation of holiness as being set apart from the world.  Our ministries are largely 
focused inward, geared toward meeting the needs of the present constituency, like a 
Christian club for dues-paying members.  Undoubtedly, some members of Peak are of the 
opinion that this is exactly what a church should be—a place of safety and education for 
Christians.  Others have fallen into this pattern of withdrawal from the world after a 
                                                 
15 Leonard Sweet, 11 Genetic Gateways to Spiritual Awakening (Nashville, TN: Abingdon Press, 
1998). 
 
16 Van Gelder, The Essence of the Church, 74. 
 
 
  23 
dramatic conversion experience left them seeking a new social circle to get away from 
former negative influences.  Still others follow along out of complacency—the pattern is 
comfortable and familiar, and change will take too much effort and personal sacrifice.  
These challenges to missional transformation now facing Peak Church contrast 
sharply with the focus of the Church of the New Testament era, which understood its role 
as an outpost of the mission of God.  Their very identity was centered on being the called, 
gathered, and sent people of God.17  The early Church did not have a mission apart from 
this very identity because to be the Church was to be missional.  They had no imagination 
of mission as something other than their core identity as part of the very movement of 
God toward the world.  In today’s landscape, after two thousand years of church history, 
the Church of God movement has gravitated toward the “called” and “gathered” aspects 
of its identity but has almost completely forgotten the “sent” aspect.  The movement still 
calls people to faith in Christ and still gathers regularly for fellowship, teaching, and 
inspiration.  However, there is very little sending going on, or even much 
acknowledgment that it is missing.  The question thus becomes how Peak Community 
Church will relearn to express its life as a community set apart for the world, not from the 
world.  The next chapter will describe the methodology used to address that question.     
 
                                                 
17 Keifert, We Are Here Now, 28. 
 
 















      At Peak Community Church, the process of missional transformation being 
followed is based on the work of Alan Roxburgh and Fred Romanuk.  In their book The 
Missional Leader, the authors describe a model for missional change that involves five 
steps: Awareness, Understanding, Evaluate, Experiment, and Commitment.1  Their 
model, in turn, is based on the work of Everett Rogers and his forty years of research into 
how change takes place in a culture.2  It is never an easy process, and it rarely takes place 
in one easy step.  For lasting change to penetrate a culture or organization, certain steps 
must be followed, as illustrated in figure 1.3 
The authors are quick to point out, however, that this diagram is misleading in 
that it presents the change process as a straight line, proceeding in predictable stages at 
regular intervals.  In reality, the process more resembles the progress of a sailboat, 
                                                 
1 Roxburgh and Romanuk, The Missional Leader, 84. 
 
2 Everett M. Rogers, Diffusion of Innovations (New York, NY: Free Press, 2003). 
 
3 Roxburgh and Romanuk, The Missional Leader, 84. 
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tacking back and forth in response to the wind as it moves toward a destination, as 















      Even then, the analogy breaks down again when one realizes that a sailor usually 
knows his intended destination.  This is not the case in a church seeking missional 
                                                 
4 Roxburgh and Romanuk, The Missional Leader, 83. 
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transformation.  The wind metaphor fits with Jesus’ own description of the work of the 
Spirit in his conversation with Nicodemus: “The wind blows wherever it pleases. You 
hear its sound, but you cannot tell where it comes from or where it is going” (John 3:8).5  
The church does not know at the outset where this process will lead, or even what the 
particular activities of missional life will look like.  Also, since both the congregation and 
the community in which it serves are constantly changing, the patterns of missional 
formation and engagement will also be dynamic. 
 
Step One: Awareness 
 
Peak Community Church has attempted to follow the five steps of the Missional 
Change Model to direct a process of missional transformation.  To begin phase one, 
Awareness, Peak used the Missional Church Readiness Survey from MLi.6  It serves as a 
“snapshot” of the congregation at a moment in time with regard to its readiness for a 
missional engagement.  This snapshot then becomes a focal point around which church 
members may gather for conversations about what they are seeing.  These conversations 
are necessary for the group to become aware of the need for some adaptive change in 
order to refocus on mission.  Without taking the time for this dialogue, churches tend to 
gravitate toward technical fixes—such as strategic planning models—in an effort to 
innovate change in the system.  Using the change model, rather, “we begin with where 
our people are, not where we want them to be or where they ought to be in terms of some 
                                                 
5 All Scripture quoted is from the New International Version, unless otherwise noted. 
 
6 Roxburgh and Romanuk, The Missional Church Readiness Survey. 
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program or plan.”7  The survey helps them see where they are in terms of readiness for 
mission and ministry. 
 
Stages of Readiness 
 
The Readiness Survey begins with the assumption that any local congregation 
functions across four different types, or characteristics.  These are Reactive, 
Developmental, Transitional, and Transformational.8  Each of these characteristics 
describes a stage or phase in which a church is located as it moves through a process of 
missional transformation.  No church is positioned completely within any one of the 
stages, but displays some characteristics of each.  However, the survey is designed so that 
scores cannot be high on all stages.  Therefore, the results should give some indication of 
where a given church is located. 
      The Reactive characteristic describes a church that knows the community around 
it is changing in some dramatic ways—ways with which the church members are 
uncomfortable.  They choose to react to these changes by turning inward in a protective 
posture—what some have called a “fortress mentality.”  This congregation is really not 
engaging the culture around them in any significant way. 
When a congregation knows the culture around them is changing and chooses to 
respond, but only with technical changes, that church is described as Developmental.  
Their instincts are good—“we must engage the culture”—but their methods are largely 
                                                 
7 Roxburgh and Romanuk, The Missional Church Readiness Workbook (Vancouver, BC: 
Missional Leadership Institute, 2004), 14. 
 
8 Ibid., 10-11. 
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ineffective.  This is because the changes they implement are primarily incremental 
improvements to things they are already doing.  Roxburgh and Romanuk acknowledge 
that all such upgrades are worthwhile but are still based in an attractional model of 
ministry—that is, the church engages in mission by attracting people to what they are 
doing, and accomplishes that by developing what is already being done.9 
Hopefully, there comes a time in the life of a congregation when it recognizes that 
the old methods are no longer working.  It faces the painful reality that people are no 
longer attracted to church—even a church that has developed its program to a relatively 
high level of competence—because church is simply not part of their worldview 
anymore.  A new question begins to form in this church’s consciousness: “What are the 
ways we need to change in order to engage the people in our community who no longer 
consider church a part of their life?”10  The changes needed are no longer technical, but 
adaptive.  Even though the congregation may not know how to implement such changes, 
it proceeds with experiments and learning that move it toward a new place of self-
understanding.  This is a congregation in Transition. 
      The Transformational characteristic describes a congregation that has moved 
through a long period of transition to become committed to a new set of values: “They 
are now committed to a way of life which is continually focused on engaging their 
changing contexts and the people of their communities in order to communicate to them 
                                                 
9 Roxburgh and Romanuk, The Missional Church Readiness Workbook, 10. 
 
10 Ibid., 11. 
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the good news.”11  This new missional imagination is not expressed primarily 
programmatically but rather is much more organic to the church’s own self-
understanding.  The congregation has developed a whole new understanding of what it 
means to be the people of God on mission with him in the world.     
      In the Readiness Survey, the respondents are asked to rate the church on a series 
of factors on a scale of one to five: one–strongly disagree; two–disagree; three–no 
opinion; four–agree; and five–strongly agree.  The results are then graphed on charts 
showing the percentage of fours and fives for each question.  The charts also group the 
responses into categories of respondents: governing board, leaders, members, new 
members, non-members, other, and total.  Four “global” views are graphed, showing the 
church’s ratings within the Reactive, Developmental, Transitional, and Transformational 
stages, respectively.  Sixteen closer “factor” views follow, showing the church’s ratings 
on readiness factors that measure the congregation’s development across a broad range of 
characteristics.  These sixteen sub-factors are grouped under four primary categories, as 
indicated in figure 3. 
 
Step Two: Understanding 
 
At Peak Community Church, the survey was conducted over a three-week period 
beginning on January 8, 2006.  A total of 46 persons responded, 23 males and 23 females, 
self-designated in the following categories:  governing board, 6; leaders, 14; members, 
17; new members, 5; and non-members, 4.  This number represents a reasonable sample 
                                                 
11 Roxburgh and Romanuk, The Missional Church Readiness Workbook, 11. 
 
 
  30 










The Council’s Work 
 
On Saturday February 11, 2006, PCC’s governing board, the Church Council, met 
for a one-day retreat to discuss the survey results and lay out a plan for continuing the 
missional transformation process.  Ten persons were present, including myself.  The first 
challenge at the retreat, before reviewing the survey results, was to provide the Council 
with a working understanding of the concepts of the missional church conversation.  The 
subject was introduced by viewing a DVD of a sermon titled “Mission or Refuge: Your 
Choice,” delivered by Reggie McNeal at the North American Convention of the Church 
of God in June 2005.12  McNeal did an excellent job of presenting the challenge facing 
                                                 
12 Reggie McNeal, “Mission or Refuge: Your Choice” (lecture, North American Convention of the 
Church of God, Anderson, IN, June 27, 2005). 
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the North American church to recover a sense of mission.  The irony of the setting of the 
sermon—a “camp meeting” atmosphere, complete with hymns, choir, gospel quartet, 
suits, big hair, and a lot of insider language—was not lost on the more perceptive of the 
Council members.  This incongruence helped to accentuate the desperateness of the 
present situation, and proved to be a helpful introduction to the bulk of the day’s work—
laying out a plan for taking Peak Community Church through the MLi Innovating 
Missional Change process.13 
      Each person present was provided with a copy of the survey results, together with 
the entire Missional Church Readiness Workbook.14  The first two hours were spent just 
reading through the entire workbook before ever opening the survey itself.  This was time 
well spent, as the workbook provides an excellent introduction to the subject matter, as 
well as explaining the change process itself.  When the survey results were finally 
opened, only the four global views were reviewed—and these only cursorily.  It was 
quickly noted that the Developmental View contained the least amount of “white space,” 
indicating this is where the congregation is expending the most amount of time and 
resources.  Someone else noticed some fairly consistent discrepancies between the core 
leaders of the church and the newer members.  Leaders tended to rate the church lower—
and newer members, higher—on almost every question.  In the discussion that followed, 
the participants wondered if this may be attributable to the leaders knowing the inside 
story—the real dirt—about the way things truly are, while newer members still tend to 
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view the church through rose-colored glasses.  The Council agreed to meet again the next 
month for more in-depth discussion.  The four global view charts, together with the set of 
questions supporting each, are included in Appendix A. 
      The rest of the day was spent laying out a plan and timetable for working through 
a missional change process, using the workbook as a guide.  The decision was made to 
call four congregational meetings—one Sunday evening each month for the next four 
months—for the purpose of forming listening groups.  It was hoped that the survey 
respondents would make up the bulk of the participants at the meetings, but they were 
open to anyone wishing to attend.  The primary purpose of the listening groups was to 
provide a format for leaning into stage two of the Missional Change Model, 
Understanding.15  The objective was to get beneath the surface to understand what is 
really going on in this congregation at a deep level.  Through patient listening to one 
another around the contents of the survey “snapshot,” the Council hoped to cultivate an 
environment in which the Spirit of God could begin to call forth the missional 
imagination of the people in new and creative ways.  The process is based on the 
assumption that “the Spirit of God is among the people of God….Therefore, God’s future 




At each gathering, those present were divided into four groups, with attention to 
diversity in age, gender, length of time in the church, and separation of family members.  
                                                 
15 Roxburgh and Romanuk, The Missional Church Readiness Workbook, 38. 
 
16 Ibid., 39. 
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The eight Council members agreed to serve as facilitators—one discussion leader and one 
scribe for each group.  They also agreed to follow the prescribed format for discussing 
four of the sixteen sub-factors each month, so that at the end of four months each group 
had discussed all sixteen factors.17 
      These four gatherings were a good first step in the Awareness and Understanding 
phases of the change process.  Looking at the charts—the “snapshots”—allowed many to 
see for the first time where the congregation really stood in terms of readiness for 
missional activity.  Then, the conversations that followed helped move the group toward 
what Pat Keifert calls “listening each other into free speech.”18  People need to know it is 
safe to express what they are seeing and feeling and to speak openly about their fears, 
confusion, or reservations about the process of change.  The groups gave people that 
opportunity.  No solutions were offered; no problems were solved.  The participants just 
talked about where the church is right now.  The Council members, serving as scribes, 
recorded the gist of the conversations for use in another retreat, which will be discussed 




Another tool used during the Awareness and Understanding phases of the process 
was Appreciative Inquiry: “The thesis of Appreciative Inquiry is that an organization, 
such as a church, can be recreated by its conversations.  And if that new creation is to 
feature the most life-giving forces and forms possible, then the conversations must be 
                                                 
17 See Appendix B for the format followed in group discussion. 
 
18 Keifert, We Are Here Now, 77. 
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shaped by appreciative questions.” 19  So writes Mark Lau Branson in the introduction to 
Memories, Hopes, and Conversations: Appreciative Inquiry and Congregational Change. 
Appreciative Inquiry (AI) offers the local congregation an alternative to the timeworn 
processes of strategic planning and problem solving.  Most church members are familiar 
with both of these, and can usually cite several examples of the ineffective use of each in 
their churches.  Problem solving applies a “deficit model” of organizational planning—
that is, applying our best thinking and resources to the things we do worst in an effort to 
improve them to the level of other, more proficient areas.  This method is perhaps best 
known in church circles in the form of Christian Schwarz’s Natural Church 
Development.20  Strategic planning applies Newtonian principles to the process of 
thinking about the future—that is, it assumes the future will be an extension of the past 
and therefore changes will be incremental and linear.   
      AI, by contrast, finds its theoretical foundations in three areas: new science, social 
constructionism, and research on the power of images.21  Branson cites quantum theory, 
chaos theory, and self-organizing systems as developments in the new science that 
parallel the contributions AI is making in organizations: “Order arises from chaos; the 
researcher changes the system; information is a force; pulses toward life are embedded in 
the whole and are available everywhere.”22  From social constructionism, AI borrows the 
                                                 
19 Branson, Memories, Hopes, and Conversations, xiii. 
 
20 Christian A. Schwarz, Natural Church Development: A Guide to Eight Essential Qualities of 
Healthy Churches (Saint Charles, IL: ChurchSmart Resources, 1996.) 
 
21 Branson, Memories, Hopes, and Conversations, 39. 
 
22 Ibid., 40. 
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idea that people create their own reality through language: “We form our perceptions and 
our futures in discourse, gifting ourselves and each other with images that can give 
life.”23  Finally, our futures will be shaped by our imaginations.  AI provides a process 
whereby positive images of a preferred future can be evoked through carefully crafted 
questions and the discussions prompted by them. 
      From these theoretical foundations, Branson proceeds to some biblical material to 
find support and examples of the AI concepts in Scripture.  In the New Testament, the 
Apostle Paul begins all of his letters to churches with statements of appreciation for the 
positive qualities each respective church portrays.  He does this even in addressing a 
“problem” church like Corinth, where numerous doctrinal and behavioral errors are 
confronted later in the letter.  Still, he begins with the positive as the focus of inquiry: “I 
always thank God for you because of his grace given you in Christ Jesus.  For in him you 
have been enriched in every way—in all your speaking and in all your knowledge—
because our testimony about Christ was confirmed in you” (1 Cor 1:4-5).  Throughout the 
Old Testament, Israel is called upon to remember and give thanks and to recount the 
stories of God’s grace, mercy, and provision for them in the past.  The prophets made 
extensive use of positive images to shape the nation’s self-image and its expectations for 
the future.  Often these images were evoked in times of great calamity or disaster—to the 
point that the prophets were sometimes considered to be out of touch with reality.  
However, these leaders seemed to instinctively understand that language creates reality, 
so they were offering, in the terms of AI, some provocative proposals.  Indeed, it is not 
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difficult to demonstrate from Scripture that God has always used images, metaphors, 
visions, and dreams to form and reform his people into communities of hope.          
      It should be noted that Appreciative Inquiry must not be thought of as a one-time 
event or exercise, to be used as a sort of touchy-feely prelude to a hardcore strategic 
planning session.  Rather, AI offers “a way of continually forming an interpretive 
community that can thereby perceive, think, and create with the most life-giving 
resources.”24  Branson uses the term “interpretive community” to refer to the way a 
congregation perceives itself and its activities in the light of the most hopeful texts, 
practices, and narratives.  These include Scripture, traditions—both denominational and 
local—and shared memories that together inform who the congregation is as a church.  
This interpretive work of discovering deep meaning must be done by the people of the 
congregation in order for them to become something more than just a functional 
extension of a leader’s vision.  Appreciative Inquiry, then, offers a tool for doing this 
ongoing interpretive work that must inform a congregation’s life and mission. 
 
Appreciative Inquiry at Peak 
 
Having shared a basic understanding of Appreciative Inquiry, what follows is a 
report on some initial experiments with AI at Peak Community Church.  These were 
intended as an introduction of the AI material to the congregation in preparation for many 
more conversations over the next several years as Peak continues to move through a 
missional transformation process.  As such, it was understandably brief and incomplete.  
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Much more interpretive work is needed and is being planned.  The following material is 
offered simply as a report on the progress to date.                       
      AI at Peak Community Church began with an invitation to all board members and 
spouses to share a meal together on the evening of September 17, 2006.  Approximately 
twenty persons were in attendance.  The participants were informed in advance that this 
exercise was part of the pastor’s doctoral program for the year, but that it would 
hopefully be enjoyable and helpful to the church in thinking about the future.  Following 
the meal, the concepts of Appreciative Inquiry were introduced using several of the 
reproducible pages from Branson’s book.25  
      Working through these pages generated some lively discussion.  It was 
encouraging to discover that the basic processes and assumptions of AI were quickly 
understood and, for the most part, accepted.  Several participants commented on how 
they had observed the AI assumptions working in organizations that were not even aware 
of Appreciative Inquiry.  This brief introduction laid a foundation for the initial questions 
that followed.  The participants were then divided into groups of three, paying attention 
to three criteria: first, separating spouses; second, multiple generations represented in 
each group; and finally, varying lengths of church membership represented in each group.  
These groups were then asked to discuss the three introductory questions, with each 
person answering each question and one person serving as a scribe.  The questions were 
as follows:  
                                                 
25 See Appendix C. 
 
  38 
1. Looking back over your entire experience at our church, when were you most 
alive, most motivated, and most excited about your involvement?  What made it 
exciting?  Who else was involved?  What was your part?  Describe what you felt.  
 
2. What do you value most about our church?  What programs or ministries are 
most important?  What are the best qualities of this church?  
 
3. Make three wishes for the future of this church.  Imagine the church five years 
into the future in terms of your wishes and hopes for this congregation.  What is 
happening?  Why is this future important to you? 
 
      The most enjoyable part of the evening was the report-back session when all the 
groups came together once again.  At first, only the scribes reported, but others were soon 
joining in with affirmations or shared memories of a particular experience.  The group 
felt energy and affection flowing in the room, both for each other and for Peak Church.  
The goal was to look for common narratives for each question.  By the end of the 
evening, the group identified several themes, as shown in figure 4 below. 
 
Widening the Conversation 
This first evening ended at that point, but all agreed it was a worthwhile exercise 
and should be continued and widened to include more participants.  To accomplish this, 
over the next two months I visited five small groups—the total that were meeting 
currently.  What struck me initially as I listened to the conversations was how many 
people identify their first few months or years at the church as the time they felt most 
alive, most motivated, and most excited about their involvement here.  Generally, only 
those persons with a long history in the church—twenty-five years or more—listed 
another experience as their most generative, usually a building project.  However, that is  
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Question Emergent Themes 
Question 1: regarding one’s experience at Peak Teamwork: working toward a goal together. It 
could be anything: missions projects, outreach 
projects, music performances, etc. Involvement in 
something bigger than ourselves makes life flow. 
 
Relationships: through involvement in the Living 
Nativity Christmas pageant, retreats, sports teams, 
camping trips, mission trips, small groups, etc. 
Question 2: regarding Peak’s values Friendliness: a loving, welcoming, open-arms 
attitude. 
 
Small church feeling: family-oriented, community-
minded. 
 
Generosity: willingness to help, ministering to 
those in crisis. 
Question 3: regarding future hopes for Peak Spiritual Growth: more persons moving from 
consumer of ministry to producer of ministry. More 
spiritually mature leaders. Spontaneous mentoring 
through deepened relationships. 
 
Relocate to new facilities: to fulfill a thirty-year 
dream of this congregation. 
 
Figure 4. Initial AI themes at Peak 
 
 
still in keeping with the theme of working toward a common goal as one of the most   
life- giving and energizing experiences.  Almost without exception, the participants who 
have been involved for ten years or less identified their initial experiences at the church 
as the most memorable and generative. 
 Perhaps this trend should have been predictable: generally, people feel most 
energized in the initial stages of their involvement in any organization or group.  When 
continued involvement requires commitment and self-discipline—or is perceived as 
routine—interest wanes, participation becomes sporadic, and the proverbial grass begins 
to look greener in other pastures.  Coincidentally, this pattern seems to fit the progression 
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many marriages take toward divorce.  There are indeed similarities in the commitment 
required to make both relationships work over the long term.  This image also illustrates 
the pastoral challenge of keeping congregants engaged and involved in relationships that 
have a task orientation, working toward some common goals. 
      Another tendency that emerged in the data was a definite leaning toward nostalgia 
and a glorification of some period of time in the past as “the good old days.”  In each 
case, an attempt was made to keep the group focused by reminding them of the need to 
identify themes or patterns.  The use of simple questions was useful: “What was it about 
that time period or experience made it so life-giving and memorable?”  Or, “What 
elements of that experience might be transferable to our present situation?”  The 
conversations were energized by the realization that there can be a useful purpose in 
sharing memories—that is, discovering where God was present so that the church can 
become more consistent with those generative forces. 
      Regarding readiness for missional transition, there was a clear, observable 
tendency in the conversations toward inward-focused activities and ministries.  With each 
of the questions, the discussion centered around church memories, church values, and 
church wishes.  Most of this conversation revolved around the metaphor of “family.”  
This is a strong image and value at Peak Community Church.  “We’re just like one big, 
happy family,” someone commented.  Another chimed in, “Every time we get together it 
feels like a family reunion.”  One person expressed the specific hope that we “never grow 
so big that we can’t maintain the family feeling.”  It was very tempting to interject at this 
point that probably not everyone feels included in this family, even among the current 
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members, and certainly not first-time visitors.  However, the discussion was allowed to 
continue.  The challenge will be how to value the family feeling as an important part of 
this church’s ethos, while at the same time designing ways for new persons to feel 
included.  This may be an area for specific focus in future AI conversations. 
      Another comment that raised concerns for missional readiness was the 
observation, during the values discussion, that “Fort Collins is a white-collar town, but 
Peak is a blue-collar church.”  Again, the conversation was allowed to continue without 
comment, but two immediate concerns came to mind.  First, the perception that PCC is a 
blue-collar church is inaccurate.  A survey completed in 2003 revealed that 47.2 percent 
of the congregants are employed in professional/white-collar occupations.  Only 17.8 
percent reported that they were employed in blue-collar/farming/service occupations.  
The remainder were either homemakers, retired, or currently unemployed.  What was 
even more concerning about this comment was the person’s apparent satisfaction with 
this incongruence.  He seemed genuinely pleased that Peak was maintaining a “blue-
collar feel in a white-collar town,” even though this could render the church ineffective in 
engaging the culture around it.  Fort Collins is, in fact, decidedly high-tech (Hewlett-
Packard, Intel) and highly educated (Colorado State University). 
       One of the groups proved to be much more outward-focused and has become a 
real ally in the process of missional transformation.  The members of the group cited as 
energizing activities various service projects they have done, including Habitat for 
Humanity, a winter coat collection, and a mission trip to Uganda to build a clinic.  They 
mentioned among their wishes for the future a desire to be more involved on the 
 
  42 
university campus, especially with the ministry of International Students.  There was still 
a recognition of the energy that comes from working together on a project, but this 
group’s projects were much more community-focused, rather than church-focused.  
Overall, the conversation with this group proved much more hopeful in terms of 
readiness for missional transition.              
      Another rather sobering pattern that emerged from the data was how small a role 
the preaching and teaching ministry of the church has played in most people’s connection 
to the congregation.  Certainly it was not foremost in the participants’ minds as they 
discussed the first questions:  When were you the most alive and most excited about your 
involvement at this church?  What do you value most about our church today?  What 
programs or ministries are most important to you?  The responses almost all had to do 
with relationships—people’s connections with others in significant social settings—both 
formal and informal.  As mentioned above, the dominant metaphor in this church’s self-
understanding is “family.”  Even assuming that the teaching function of the church is 
thought of more in terms of context—a backdrop against which all of church life takes 
place—it is still disconcerting to face the reality that the pastor’s primary gift and 
contribution is considered so marginal in people’s assessment of this church’s strengths.   
      To be clear on this point: the AI process was not used to fish for compliments in 
an effort to prop up a pastor’s shaky self-image as a communicator.  It was, however, a 
concern to observe how seldom preaching and teaching were mentioned, even by those 
who identified their most generative time under one of the previous pastors at Peak.  It is 
difficult to know what conclusions may be drawn from this, or if it is at all unique to this 
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church.  The observation is noted simply to acknowledge that it stood out as the data was 
reviewed.   
      Regarding question three, wishes for the future of this church, most comments fell 
into one of two categories: first, an extension of the past—the members want more of 
what they value now, or what they remember as generative in the past; or second, very 
concrete—they could only think in terms of what they want in a new facility.  One 
comment on this point, however, sparked some of the most hopeful and provocative 
conversation of the entire AI experience.  The speaker was a woman who, due to a brain 
tumor, has some mobility-related disabilities.  She expressed a desire for a new building 
that is completely handicap-accessible.  In a loving way, she reminded the others present 
that most persons develop blind spots to things that make access difficult for those with 
disabilities.  With a little prompting, however, the conversation turned to ways churches 
develop blind spots to things that make “access” difficult for those who have no 
experience with—or memories of—church culture.  The discussion focused on the 
“church bubble” in which most of those present grew up, and how unfamiliar it is to the 
culture right outside the church doors.  The conversation concerned mostly church 
culture—language and practices—rather than actual architectural features, although some 
of that came up as well.      
      The entire Appreciative Inquiry process has left the distinct impression that 
adaptive change will be difficult for this church.  For some, any change will be resisted 
on the grounds that it is unnecessary—why mess with a good thing?  What we do is 
working, so why change?  For others who are more open to new possibilities, they are 
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still thinking in terms of technical change, to use Heifetz’s terminology.26  Technical 
change is doing the same things better—it involves skills improvement within existing 
structures and is usually accomplished by persons in positions of authority.  Adaptive 
change is discontinuous, nonlinear, and may require transformation of the entire 
organizational structure.  It involves the people—not just the leaders—learning to 
problem solve, and the deeper the adaptive challenge the greater the new learning 
required.  Leaders can expect the system to push back, with old habits, values, and 
attitudes becoming even more entrenched—every system seeks equilibrium.  The AI 
discussion, at least in this first round, definitely revealed a desire to continue doing the 
same things, just better than they have been done before.  The leadership challenge will 
be to see if further discussions can be interpreted to the point of imagining new ways to 
meet the same needs.        
 
Step Three: Evaluation 
 
At the end of the Understanding stage—the Survey, the listening groups, and the 
AI process—the Church Council met again for a one-day retreat for the purpose of 
reviewing the material and identifying the two or three key challenges that were 
emerging for the congregation to engage in missional change.  This was the Evaluation 
stage of the Innovating Change Model, and this took place in September 2007.  Also at 
this meeting, a Missional Action Team (MAT) was appointed and given an assignment in 
the key challenge areas.  The idea was for the MAT to design some “provocative 
proposals”—or experiments—to help the church learn some new practices and habits as 
                                                 
26 Heifetz, Leadership without Easy Answers, 73. 
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part of the next stage of the Change Model, Experiment.  The primary purpose of these 
experiments (discussed in the next chapter) was to address the obstacles to missional 
transition as identified by the Council from their assessment of the survey process and AI 
conversations.   
      While encouraged by the makeup of the MAT itself, it was initially disappointing 
to hear the Council’s work of identifying obstacles.  They came up with one word:  
mindsets.  It was their strong feeling—based on the conversations conducted with church 
members around the survey results—that this one word summed up all of the obstacles 
that surfaced in those talks.  At the retreat, upon opening this part of the discussion, one 
member threw out the word “mindsets” immediately and the others quickly picked it up 
as the quintessential obstacle to missional transition this church faces. 
      The initial disappointment grew out of a desire for something more concrete: a 
specific area of church life that could be addressed, such as organizational structures or 
communication patterns.  Despite efforts to steer the discussion toward more concrete 
problems, the Council would not budge from this vague idea of mindsets.  Somehow, the 
word struck a chord with them and stimulated some rather lively interaction over the need 
for mindsets to change in order for missional transition to move forward.  The initial 
disappointment began to diminish in the face of such obvious passion. 
 
Missional Action Team 
 
The Missional Action Team convened the first week of October 2007 and met 
every other week through the fall for a total of five meetings.  The group was comprised 
of ten persons, only about half of whom had participated in the conversation groups 
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around the survey.  Consequently, the first order of business was to bring the team up to 
speed on the whole missional conversation.  One quickly learns the importance, and the 
challenge, of getting everyone on the same page, so to speak.  A number of the 
participants already knew some of the lingo, for example, while others needed more 
explanation and more time to process what they were hearing.  It should be noted, 
however, that even those who were completely new to the conversation displayed a sort 
of instinctual grasp of the concepts being presented.  This was an affirmation both of the 
makeup of the group itself and of the work of the Holy Spirit in our congregation.  
Indeed, it is interesting to discover that many laypersons demonstrate an innate 
understanding of missional theology, even if the language is completely new to them.  
The Spirit of God is indeed among God’s people, and the pastor is often the last to know! 
 
Dwelling in the Word 
 
One exercise that proved crucial to the group’s formation as a team and 
functioning going forward was the practice of lectio divina, or “dwelling in the word.”27  
Each time the MAT gathered that fall, the first half hour or so was spent in the same 
passage of scripture, Luke 10:1-12.  The passage was taken as a sort of foundational text 
for the team’s work of missional experimentation.  The intent was to let this Scripture 
form the group into a mission-shaped community as the work was begun together.  The 
text is included here: 
 
                                                 
27 Keifert, We Are Here Now, 68. 
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1After this the Lord appointed seventy-two others and sent them two by 
two ahead of him to every town and place where he was about to go.  2He told 
them, “The harvest is plentiful, but the workers are few.  Ask the Lord of the 
harvest, therefore, to send out workers into his harvest field.  3Go! I am sending 
you out like lambs among wolves.  4Do not take a purse or bag or sandals; and do 
not greet anyone on the road.  
5“When you enter a house, first say, ‘Peace to this house.’  6If a man of 
peace is there, your peace will rest on him; if not, it will return to you.  7Stay in 
that house, eating and drinking whatever they give you, for the worker deserves 
his wages.  Do not move around from house to house.  
8“When you enter a town and are welcomed, eat what is set before you.  
9Heal the sick who are there and tell them, ‘The kingdom of God is near you.’  
10But when you enter a town and are not welcomed, go into its streets and say, 
11‘Even the dust of your town that sticks to our feet we wipe off against you.  Yet 
be sure of this: The kingdom of God is near.’  12I tell you, it will be more bearable 
on that day for Sodom than for that town.” 
 
During these times of dwelling in the Word at each meeting, five themes emerged from 
the text that the team agreed must shape the process of missional transition at Peak.   
The first theme is that the harvest is plentiful.  God’s people must engage with the 
surrounding community with the confidence that there are significant numbers of people 
who are open to having spiritual conversations so long as no one is trying to sell them 
something, convince them of something, or persuade them to do something.  The 
question becomes how these persons may be found.  Look for people of shalom (v. 6), 
persons in whom the Holy Spirit has created the peace of welcome even if they do not yet 
know Jesus.  Followers of Christ must be willing to listen, not just talk; and to ask 
questions, not just give pat answers; and to learn from them, not just dispense our 
knowledge.  
The second theme to emerge is that God’s people have been sent.  Someone in the 
group noted that right after Jesus said to ask God to send workers into the harvest, he 
said, “Go!” (v. 3).  To be a follower of Jesus is to be on mission with him in the world.  
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God sent his Son into the world, and now Jesus has sent his people into the world.  To be 
a Christian is to be a “sent one.”  American Christians tend to be much more familiar—
and comfortable—with the activities we participate in as the “gathered” people of God.  
So, one “attends” church the way one would a movie or a sporting event, often with the 
same spectator mentality.  This thinking must change in order for the church to recapture 
a sense of missional calling. 
The third theme the team identified was that of long-term relationships.  Jesus told 
these sent ones, “Don’t move around from house to house” (v. 7).  God’s missional 
people must be willing to invest large amounts of time in relationships for the sake of the 
gospel.  Another important point from the text: learn to be a gracious guest in those 
relationships.  Jesus said, “Eat whatever is set before you” (v. 8).  The group talked about 
what it means to be a “guest” in someone else’s life, or for the church to be a “guest” in 
the culture.  For one thing, it means that Christians do not get to dictate the conversation 
menu all the time.  Many in the church bubble act slighted and angry at the idea of not 
being in charge any longer.  Some use language like “We have to take back the culture!”  
However, this is not the way of a missionary.  God’s missional people must now enter 
someone else’s world and sample their “food”; in short, God’s people must be gracious 
guests. 
The fourth theme is serve first, and talk later.  After one finds a person of peace 
and enters a long-term relationship with him as a gracious guest in his world, the next 
thing to be done is to “heal the sick who are there” (v. 9).  Translation: meet needs—real 
needs—their needs.  Thus, the group decided that whatever forms our missional 
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engagement with our community takes, it has to start with serving, not proclamation.  
This will serve two purposes: when we serve our neighbors who do not know Jesus, 
hopefully it will open opportunities for us to introduce them.  But it will also give God 
the opportunity to do some work in our hearts as well—to root out some selfishness and 
replace it with an attitude of humble servanthood. 
The fifth and final theme is to get the message right.  Someone in the group 
noticed that when proclamation finally enters into this story, it sounds very different from 
most methods of evangelism training.  Jesus did not give his hearers four spiritual laws, 
the Roman road, or any other formulaic presentation of the good news of God.  Rather, 
he said, “Tell them, ‘The kingdom of God has come near to you’”(v. 9).  What followed 
was a lively discussion of what the gospel of the kingdom really is, and how it is different 
from the gospel of “how to go to heaven when you die.”  In short, it is the wonderful 
good news that in the person of Jesus Christ, God has entered our world and begun to 
reign over it.  The kingdoms of this world—not just political kingdoms, but also social, 
economic, cultural, and even religious—have desecrated God’s good creation and are still 
doing so today.  The world’s systems are not working, and people of shalom instinctively 
know this to be true.  The good news of the kingdom of God is that there is a better way 
to live.   
Through Jesus Christ, God has exposed, disarmed, and dethroned all the powers 
that rule over the world’s system.  He has now begun to reign.  One other observation 
from our discussion on the kingdom of God regarded the language normally used to talk 
about it.  Christians usually talk about “building” or “expanding” the kingdom.  However, 
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nowhere in the New Testament is that kind of language used.  That is the language of 
empire, of human effort and accomplishment.  Rather, in the New Testament, the two 
verbs used most often in relation to the kingdom of God are “receive” and “enter.”  
Persons receive the kingdom like they receive a gift; and persons enter the kingdom at the 




The remainder of the first meeting was spent laying out the MAT’s assignment, 
which was to design some experiments in missional engagement with our community.  
Some care was taken to clarify two important points: first, the ultimate purpose of the 
experiments, indeed the whole missional transition process, is to change the culture of 
Peak Community Church.  Culture is more important than structure—or even behavior—
at least initially.  This is a difficult concept for action-oriented, results-minded people.  It 
is also closely related to the second important idea: the team is not looking for big and 
flashy, but rather, small and subversive, again at least initially.  It is very much the 
concept of the leaven in the lump.  The group was reminded that the MAT’s activity 
would be in some ways marginal and peripheral to the core activities of the church. 
Some significant time was spent on these two points to make sure everyone 
understood their importance with regard to deep, lasting change.  The idea of missional 
transition must not be viewed as a fad or current emphasis.  Nor can it be connected with 
the present pastor’s interests or passions.  The ultimate goal is for this whole 
congregation to develop a new missional identity—to understand that to be a follower of 
Christ is to be on mission with Him in the world.  This is a kingdom mentality, and there 
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is no other way to be a Christian.  The dialogue at this point was lively and stimulating, to 
say the least.  There was a sense that, at least among this group, the change process had 




Next, the group tackled the assignment as presented by the board. The purpose 
was to unpack it, digest it, and restate it as the assignment they understood it to be.  To do 
this, most of two meetings were spent discussing the idea of “mindsets,” which was really 
the only idea the board presented to the MAT.  What became quickly apparent was the 
freedom the group had to take the assignment in any direction they chose.   
“Mindsets” is quite a broad category.  What had been initially perceived as too 
nebulous and vague turned out to be very liberating from the standpoint of designing 
missional experiments.  Almost any activity could be proposed for the purpose of 
changing mindsets that are obstacles to missional transition.  One whole session was 
given to the task of identifying what mindsets needed to be changed.  The board had 
offered no specifics on this point, but the discussion in the MAT crystallized around five 
mindsets the group believed needed to be addressed.  
The “refuge” mentality is the mindset that the church’s primary raison d’etre is to 
provide protection for its members from the evil world “out there.”  Sometimes also 
referred to as a “fortress” mentality, it is the idea that the church is supposed to be an ark 
of safety in an evil world that is beyond hope and is headed to hell in a hand basket.  The 
best that can be hoped for is to get a few more people out of the world and into the church 
so they, too, can be saved from certain destruction.  This mindset is predicated on the 
 
  52 
false notion that God is not at work “out there” in the world; but that he is only interested 
in, and active within, the church and its extensions.  The writers of Stormfront state it 
succinctly: the church does not have the luxury of pursuing its own identity apart from 
the world’s fate.  The church exists in the world, as a witness to the world of the potential 
of God’s reign in Christ over the powers of the world [emphasis mine].28   
Closely related to the refuge mindset is the idea of a “bubble culture.”  This is the 
notion that the purpose of the church is to create a sort of parallel universe in which 
Christians may live out their lives so they never have to come into contact with the evil 
world.  Consequently, there now are Christian bookstores, Christian coffee houses, 
Christian radio stations that play only Christian music, Christian diet books, Christian 
love-making guides, Christian T-shirts, Christian greeting cards, Christian placemats, 
Christian Frisbees, and Christian breath mints, not to mention Christian drycleaners, 
Christian insurance agencies, Christian attorneys, and on and on ad nauseum.  The MAT 
felt strongly that, in order to be on mission in the world, this subculture mentality and 
preference must be challenged so that Christians will actually come back into contact 
with the world.  Also, the bubble culture mentality has contributed greatly to the 
perception by the world, mostly accurate, that church people only work to better their 
own cause and further their own agenda. 
                                                 
28 James V. Brownson, Inagrace T. Dietterich, Barry A. Harvey, and Charles C. West, 
StormFront: The Good News of God (Grand Rapids, MI: Wm. B. Eerdman’s Publishing Co., 2003), 91. 
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The third mindset is that of inviting versus sending.  Long before the movie Field 
of Dreams, the church has believed that “if you build it, they will come.”29  This notion 
perpetuates the fallacy that the only place God is working is “in here.”  If anyone wants 
God, the church has him and it is necessary to come here to get him.  At first glance, the 
idea of inviting someone to church seems noble and inclusive, but the MAT began 
wrestling with the possibility that it is actually counterproductive to a truly kingdom 
perspective.  This is true especially in congregations where the bubble mentality is also 
prevalent.  Once a real, live pagan crosses the threshold of the church, he or she will 
encounter a subculture so foreign as to be almost unrecognizable.  Then, when the person 
never returns, the church can write him or her off as disinterested and hopelessly lost.  
The idea of taking the gospel into the community where people live is almost completely 
lost on most local congregations.  Instead, the people in the pews are taught that to serve 
God one needs to do church-work, because that is where God works—in the church.  
Then, once all the church programs are in place, a sign is erected out front that says 
“Everyone Welcome!” and the people stay away in droves.  Though no one on our 
Missional Action Team has ever read—or even heard of—Darrell Guder, they quickly 
grasped the need for a new vision for “the sending of the Church in North America.”30 
The MAT correctly observed the fourth mindset, the presence of a consumer 
mentality in the American church, which renders missional thinking nearly impossible.  
                                                 
29 Kevin Costner, et al., Field of Dreams, DVD, directed by Phil Alden Robinson (Culver City, 
CA: Gordon Company, 1989), scene in which Costner’s character hears a voice calling to him out of the 
cornfield. 
 
30 Darrell L. Guder, editor, Missional Church: A Vision for the Sending of the Church in North 
America (Grand Rapids, MI: William B. Eerdman’s Publishing Co., 1998). 
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The consumer mindset perceives the church to be a purveyor of religious goods and 
services, which must compete with other churches for a reasonable market-share of 
Christian consumers.  Local congregations are evaluated based on their ability to meet the 
felt needs of the people in the pews.  In this scenario, church members see themselves as 
dues paying club members who have the right to demand a reasonable return on their 
investment.  At the same time, the efforts of church staff are spent largely on 
performative duties to keep the club members happy.  To be fair, this system has mostly 
been created and perpetuated by pastors themselves, who communicate, directly or 
indirectly, that all that is really wanted or expected from church members is for them to 
show up on Sunday and pay their tithes.  However, when success is measured only in 
“nickels and noses” the results are inevitable and predictable.  To quote the old business 
adage, “Your system is perfectly designed to yield the results you are getting.” 
The MAT was able to identify a fifth mindset which says, “I support missions; I 
don’t do missions.”  At this point, there followed a very lively discussion in the MAT 
meeting around some of the broad themes of church history.  The sources of this 
mentality are complex, but can probably be traced to the origins of Christendom and the 
church’s identification with the empire.  As the church became more and more enmeshed 
with the dominant culture, it followed inevitably that “missions” came to be thought of as 
something that was done “over there,” outside the borders of the empire.  The team was 
able to trace the transference of this thinking from the Roman Empire to the Christian 
states of Europe, and eventually to the founding of America.  The group recognized the 
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difficulty of cultivating missional thinking among people who have a deep corporate 
memory of “mission work” always being preceded by the word “foreign.”  
      Two reminders kept resurfacing throughout the MAT’s discussions.  First, the 
group had to keep in mind that the goal of our work was to change the church culture at 
Peak, no matter what specific ministry projects were initiated.  And second, the group 
had to be committed to the belief that such change would not happen merely from better 
teaching or communication.  It may begin there as a process of raising awareness, but 
deep, lasting change must include exposure to some situations that involve people in 




With these guidelines in mind, the MAT began to brainstorm about possible 
points of engagement with the local community.  At first, the ideas were all over the 
proverbial map.  One member of the team is a State Patrol Officer whose current 
assignment is as a victim’s advocate.  The discussion explored possible ways to support 
his work with accident victims.  Another team member has a real heart for the homeless, 
which led to some discussion about opening the church facility for use as a day shelter on 
cold days this winter.  Yet another couple on the team has done some volunteer work 
with an organization that sponsors wild lands restoration projects.  They wondered about 
the potential for involving the church in that kind of activity.  For each of these ideas, 
assignments were made to gather more information for further consideration.  None of 
them, however, struck a chord with the group as having the kind of potential for real 
 
  56 
mindset change that we were looking for.  While each is a worthwhile project, to be sure, 
they are also rather widely spread geographically for a small congregation.  
      The group began to narrow the scope geographically to the immediate 
neighborhood around the church building.  Even though the Peak congregation drives in 
from all over the city, it seemed logical to start here in considering ways for a small 
church to engage the community.  The discussion began by asking obvious questions:  
Who lives in our neighborhood?  What are some needs here that we could help meet?  
Peak Community Church is located in an older part of Fort Collins, near downtown, but 
also near the campus of Colorado State University.  The neighborhood is very much in 
transition, with older homes that are quickly escalating in value as young professionals 
purchase them for renovation.  Others have been divided into apartments that are 
occupied by students at the university.  Still others remain in a rundown condition and are 
occupied by senior adults or lower income families.   
      For a while, the discussion meandered about, still trying to identify needs Peak 
could meet in our neighborhood.  However, someone then remembered another element 
of our immediate vicinity: there are two very unique schools quite close to our church.  
Centennial High School is located two blocks from Peak, but most of the MAT either did 
not know it was there, or did not know what it was.  CHS is an alternative high school for 
students who, for a variety of reasons, do not succeed in a conventional school setting.  
Some of these students are under court supervision and have been removed from other 
schools.  Others simply do not fit in with the Friday night football game, pep rally scene.  
Most identify with some subculture, such as skaters, Goths, or cowboys.   
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Four blocks away is Harris Bilingual School, the only bilingual elementary school 
in Poudre School District.  Harris is a magnet school, meaning anyone in the district can 
attend there, providing space is available; the waiting list for admission is long.  The 
school offers all its classes in both Spanish and English on an every other day rotation.  
The student population is an interesting mix.  Understandably, many Hispanic families 
send their children to Harris to enhance their English skills.  These are mostly lower 
income kids from families where Spanish is the dominant language, and whose parents 
are farm workers or low-skill day laborers.  Interestingly, about half of the students are 
from English-only families whose parents simply want them to become fluent in a 
foreign language.  Both groups drive from all over the county but may come from very 
different economic backgrounds. 
 
Two Areas of Focus 
 
What began to emerge in the Missional Action Team was a vision for some sort 
of “school outreach.”  At this point, the group had no idea what form that might take.  
The discussion centered on the need to serve according to the school’s agenda, not 
Peak’s.  The MAT believed this was central to the whole missional mindset.  The hope 
was to break down some stereotypes of the church by coming alongside these 
“neighbors” to help them do what they are already doing in the community, which is 
teaching two groups of at-risk kids.  The group decided that, whatever form this takes, 
our team will be committed to two things: a long-term involvement with the school, and 
building real relationships with the students and staff.   
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Someone else mentioned another “neighbor” of ours—the Matthews House, a 
ministry to at-risk teens.  Located just three blocks from the church, the Matthews House 
is a day center that runs programs for sixteen to twenty-one year old kids, who, for a 
variety of reasons, lack the parental support needed to transition into adulthood.  The 
center helps these youth with issues such as finding safe housing, physical and emotional 
health, problem-solving skills, finding employment, and maintaining healthy 
relationships.  An assignment was made for one of the MAT members to gather more 
information and report back to the group.  
 
A Three-Part Plan 
 
At the end of five meetings, the MAT had developed a three-part plan for 
involving the congregation in some simple missional experiments.  The three parts 
correspond to three levels of time commitment: one-time opportunities, monthly 
opportunities, and ongoing engagement.  Also, the three parts correspond to three levels 
of depth: introductory, intermediate, and involved.   
First, the team would seek the Council’s approval to cancel a Sunday worship 
service and replace it with several simple service opportunities in our neighborhood and 
larger community.  Second, the MAT would plan monthly MAD Saturday projects.  
MAD stands for Make a Difference, and these would be half-day opportunities to serve 
the community one Saturday a month on an ongoing basis.  Third, the group would watch 
for—and pray about—the possibility of a deeper, ongoing involvement with one or two 
community partners that would offer the opportunity for a deeper relationship and greater 
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kingdom impact.  What follows in the next chapter is a report on the experiments in each 
phase of this three-part plan.  











LEARNING TO DANCE 
 
 












EXPERIMENTS IN LOCAL THEOLOGY 
 
 
Faith in Action Sunday 
 
      The Missional Action Team pursued its assignment in three phases.  The first step 
was to obtain permission from the Church Council to cancel a Sunday morning worship 
service and plan simple service projects in the community during that time.  The Council 
readily agreed, expressing only some minor concerns about giving up a week’s offering.  
It was decided to trust that the regular givers would make it up over the following weeks, 
and indeed that did happen.  Sunday October 28, 2007, was Peak’s first Faith in Action 
Sunday.  The title was taken from a series produced by World Vision.1  It was a church-
wide campaign, with promotional materials, small group discussion guides, sample 
sermon outlines, and video clips for illustrations.  The slogan describing the campaign 
was “Don’t Go to Church!  Be the Church!”  T-shirts printed with that slogan were 
ordered for everyone, to be passed out on the Sunday morning of the service projects. 
      The timing of the event was chosen to coincide with a promotion sponsored by 
Larimer County’s United Way office called “Make a Difference Week.”  The United 
                                                 
1 For more information and further resources, see www.putyourfaithinaction.org. 
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Way solicits hundreds of volunteers to participate in service projects submitted by local 
nonprofit agencies all over the county.  The MAT encouraged each small group at Peak 
to choose one of the projects to participate in during the week leading up to Faith in 
Action Sunday.  Several of the groups did so, and they reported the same kind of energy 
and connection that comes from working together toward a common goal, described 
earlier during the Appreciative Inquiry exercises.  One young adult group did a wild 
lands restoration project with the Forest Service.  Another helped clean up the yard and 
trim bushes at the Consumer Credit Counseling Service.  These were groups whose sole 
purpose up to this point had been gathering in each other’s homes to study the Bible, so 
this marked the beginning of a paradigm shift. 
      The real test was Sunday morning.  With some trepidation, the MAT planned 
several projects that day, not knowing how the larger church would support the idea of 
serving in the community instead of worshipping as usual.  The team arranged with the 
local Habitat for Humanity organization to do a Sunday build—something the 
organization does not normally do.  However, when Habitat heard about the concept of a 
Faith in Action Sunday, they agreed to let our crew work that day, observing how 
unusual it was for a church to serve on a Sunday morning.  The volunteers were asked to 
sign up in advance so as to know how many to expect.  Approximately twenty persons 
from Peak spent the day at the local Habitat project.  The youth group’s contribution was 
to provide lunch for the Habitat crew.  The students met at the church and went to the 
grocery store to buy sack lunch ingredients.  They made the sandwiches and packed the 
lunches in the church kitchen, and then delivered them to the construction site.   
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      Other Peak members formed into teams to fan out into the neighborhood around 
the church and rake leaves.  Approximately twenty persons made up three teams 
comprised of all ages, including several families with children.  The remainder of the 
people stayed at the church building to assemble AIDS Caregiver Kits for World Vision.  
One hundred orange plastic cases were purchased from World Vision, along with the 
supplies to pack them according to their specifications.  Volunteers from the MAT had 
spent Saturday morning clearing the movable chairs out of the sanctuary and laying out 
the supplies and cases in an assembly line order.  On Sunday morning, all one hundred 
kits were assembled, labeled, and packed in shipping boxes.  Older church members were 
invited to sit at a center table and write notes of prayer and encouragement for the 
volunteer caregivers who would be using these kits in Africa.  A contribution basket was 
available for persons to help offset the cost of the cases and supplies.  Over two thousand 
dollars was given that morning—nearly enough to cover the entire project.  On Monday 
morning, two more church members loaded the boxes into their pickup and delivered 
them to the World Vision distribution center in Denver.  The entire process was quite 
enjoyable and uplifting.  When the MAT did an informal attendance assessment at the 
end of the day, it was determined we had nearly 100 percent participation—almost 
everyone who regularly attends Peak on a typical Sunday morning had participated in one 
of the projects.   
      That evening, the congregation gathered back at the church building for a time of 
celebration and reporting, as well as to receive the regular weekly offering that previously 
concerned the Council.  Approximately forty persons attended the informal time of 
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worship and sharing about the day.  Several commented about the uniqueness of the 
concept.  Others reported on the positive responses from those who benefitted from the 
projects.  One person asked if there had been any consideration given to doing Faith in 
Action Sunday more than just once a year.  The question allowed the Missional Action 




In Phase Two, MAD (Make a Difference) Saturdays would be offered 
approximately once a month on an ongoing basis to provide more regular opportunities to 
serve the community.  The Missional Action Team used the remaining meetings that fall 
to finalize plans and discuss project options.  The conversation centered around what 
types of activities the team was looking for, and what kinds of organizations they were 
looking to serve.  Ultimately, it was decided that this type of detailed planning was too 
unwieldy for the whole group to do together.  So each person/couple was asked to take a 
month and individually chart out a project.  The group felt enough time had been invested 
to trust each other in that regard, and that everyone basically understood what sort of 
projects were being sought.   
The projects would be planned for half a day on a Saturday, morning or afternoon, 
and for a maximum of eight to ten volunteers.  Each person/couple would research 
options for their assigned month, and then communicate the project to the church office 
in plenty of time to promote it and solicit an appropriate number of volunteers.  The 
expectation was that the MAT member who planned each month’s project would serve as 
the leader for that event.  Additionally, he/she would document the day with a brief report 
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including who had participated, what was accomplished, and a few digital photographs.  
The photos would be added to the scrolling announcements each week before worship 
and then posted on a bulletin board along with a description of the project.  By following 
these guidelines, the entire church has been kept aware of each month’s MAD Saturday 
project, even if they did not participate in it.  The MAT called this the “leaven in the 
lump” strategy—the idea that a few involved people can influence the culture of the 
whole group simply by reporting what they are doing.  Awareness is raised and seeds are 
planted, both in the process of promoting an upcoming project, and in the reporting of 
what was just accomplished. 
      In announcing each event, the team tried to explain and rehearse the rationale and 
benefits of the MAD Saturday concept.  First and most obvious, Peak is meeting a real 
need in the community with no strings attached.  Second, participants can watch for 
opportunities each month to explain why they are serving—because we are followers of 
Jesus and we serve him by serving others—and perhaps engage people in a spiritual 
conversation in a gentle and respectful way, as noted in 1 Peter 3:15.  Third, unchurched 
friends and neighbors can be invited to participate with us—persons who might never be 
interested in attending church, but who might respond to an opportunity to serve the 
community.  Then, an opportunity for conversation with them might also present itself.  
Lastly, even if no spiritual conversations take place, the act of humbly serving, with no 
strings attached, offers the Holy Spirit an opportunity to crucify a little self-centeredness 
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MAD Saturdays Commence 
 
The first MAD Saturday project was scheduled for March 29, 2008.  One of the 
MAT members contacted the Fort Collins City Parks Department and asked if there was a 
work project with which Peak could help.  They quickly accepted the offer and assigned 
us to cut and clean out a hillside of ornamental grasses at Fossil Creek Park.  This was a 
huge task that their regular staff had not been able to complete during normal work hours, 
and they wanted to finish it before the summer season.  At eight o’clock sharp, seven 
persons from Peak met at the park, work gloves in hand, to begin the project.  Included 
among the volunteers was one young mother with her two children, ages nine and six.  
The clumps of grass had to be cut by hand with a sickle, then bundled into sheaves and 
loaded into the park truck for disposal elsewhere.  By noon, the job was complete.  The 
park employee overseeing the work, a woman named Aggie, expressed much 
appreciation for the help, noting that she eventually would have had to do it by herself.  
The first MAD Saturday was completed! 
The next month, on April 6, the MAT made arrangements for a team to work at 
the Open Door Mission.  They had two large offsite storage units—metal international 
shipping containers—filled with donated items for their thrift store.  One of the 
containers had been leaking, and the items needed to be sorted and restacked in the other 
unit.  Approximately twenty persons showed up to help that morning, including a young 
couple that lived two blocks from the church and had just started attending over the 
Christmas holidays.  It was a fun morning, with lots of laughter and wondering why so 
much junk was being moved from one container into another right next to it.  The 
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experience served as a reminder that Peak was there to serve with no strings attached—
just because it needed to be done.  Reverend Thibeau, the director of the Mission, was 
fairly scarce all morning, so the group was largely left to themselves.  However, this only 
added to the bonding experience of working together on a project and seeing it to 
completion.   
On May 10, approximately eight people met at the local Boys and Girls Club to 
sand, paint, and repair some picnic tables that had been donated to the club.  It was a 
cold, wet, and rainy Saturday, but, once again, the volunteers seemed eager to serve.  It 
was also pleasing to note that, at each of the first three MAD Saturdays, at least one 
person/family was present for the first time.  Thus, it was not just the same six or eight 
people each month.  For these first three projects, a total of about thirty different people 
participated. 
On June 21, 2008, one of the couples on the MAT arranged for Peak to help set 
up and run a game booth for a fund-raising event called Rockin’ the Rockies.  The event 
took place in the neighboring community of Loveland, Colorado, about ten miles away.  
It was sponsored by a nonprofit agency that provides services for children.  The couple 
that planned this particular MAD Saturday ended up being the only participants that day.  
They were not discouraged, however, and admitted to waiting too late to find a suitable 
project.  Perhaps summer travel schedules also played a part in the low participation.   
The MAT met briefly following the Rockin’ the Rockies event and decided to 
take the next month off in order to avoid another poorly supported project.  At the same 
time, concern was expressed that momentum not be lost by allowing the monthly rhythm 
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of MAD Saturdays to be interrupted too often.  The team did meet during July, however, 
to finalize plans for a potential Phase Three project—an ongoing, deeper involvement 
with one or two community partners.  A member of the team initiated contact with Harris 
Bilingual School through a friend who teaches there.  She discovered that the local school 
district already has a very structured program for pairing schools with faith communities 
in a mutually beneficial partnership.  The MAT felt this might be a great opportunity to 
pursue the kind of long-term relationship we had been looking for.  Kris Cord runs the 
program for the Poudre School District.  She sent us the appropriate documents 
explaining the partnership, and the paperwork was completed at the July meeting.  
      On the first Sunday of August, the MAT invited the principal of Harris School, 
Julie Schiola, to make a presentation about the school during the morning worship 
service.  She seemed genuinely pleased to accept the invitation and presented an excellent 
introduction to the faith partnership concept.  She also provided handouts explaining the 
various ways Peak members could volunteer at the school.  The MAT decided to make 
our first involvement with Harris a snack drive during August for its after school 
program.  This was a simple, non-threatening way to get our foot in the door, so to speak, 
but also meet a genuine need at the school.  Over the next four weeks, over 750 
individually wrapped, healthy snacks were collected for the approximately one hundred 
students at Harris who participate in the after school program.  These are children whose 
parents both work, so the school provides the extended programming to help meet the 
need for supervision, as well as reduce the need for paid childcare.  Thus, Peak’s faith 
partnership with Harris Bilingual School was off and running. 
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For September, a neighborhood outreach was planned—an Outdoor Family 
Movie Night in the church parking lot featuring the film Evan Almighty, a comical 
retelling of the Noah story starring Steve Carell.2  The MAD Saturday took place the 
week before: a team distributed three hundred door hangers around the neighborhood as 
an invitation to the event.  Approximately eighty people showed up for the movie—about 
a dozen from the neighborhood—and enjoyed free popcorn and hot chocolate while 




October 2008 brought Peak’s second annual Faith in Action Sunday.  Once again, 
all small groups were encouraged to participate in a project of their choosing through 
United Way’s Make a Difference Week.  Then, on Sunday October 26, the morning 
worship service was cancelled and several service projects were planned in its place.  
One group of young adults built playground equipment at the YMCA of the Rockies up 
in the mountains.  Habitat for Humanity scheduled another Sunday build for Peak; about 
fifteen people participated there.  Another group of eight prepared and served a gourmet 
breakfast for some of the youth at the Matthews House, the agency just two blocks from 
our church that serves at-risk teens.  This was an important opportunity, as the Matthews 
House was one of the other possibilities the MAT had been considering for a Phase Three 
relationship, which has indeed happened (more on this later).  Another twenty or so 
formed several leaf-raking teams and fanned out to serve the church’s neighbors in that 
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way.  The remaining members stayed at the church building, now transformed into an 
assembly line for several projects.  One hundred hygiene kits and one hundred school kits 
were prepared for a disaster relief organization called Convoy of Hope.  Eleven hundred 
luggage tag IDs were assembled for a local nonprofit called Bright Beginnings that 
provides support for low-income new mothers.  Others decorated angel Christmas tree 
ornaments for Lutheran Family Services.  A team of scrapbookers created several 
scrapbook pages for the Via Lopez neighborhood.  This is a Hispanic community near 
our church that has maintained a strong sense of neighborhood identity and history.  They 
had multiple boxes of photographs documenting the story of their community that needed 
to be sorted and mounted for display.  For the second year, the MAT estimated nearly 
100 percent attendance for Peak’s annual Faith in Action Sunday. 
November’s MAD Saturday project was to help serve a Thanksgiving meal at the 
Open Door Mission.  The next day, Peak held its own Thanksgiving dinner in the church 
fellowship hall, and each small group was asked to provide pictures and a spokesperson 
to tell about their group’s service project from Make a Difference Week the previous 
month.  This was a good opportunity to reinforce the culture of service and community 
involvement the MAT is trying to cultivate at Peak.  Again, this is the “leaven in the 
lump” strategy.  Even those who have not participated hear stories and updates from 
those who have, and thus benefit indirectly from the changes taking place at Peak. 
By January 2009, the Missional Action Team had fallen into a good pattern of 
monthly MAD Saturday projects combined with regular opportunities to strengthen our 
relationships with both the Matthews House and Harris School.  Peak added The 
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Matthews House to its missions budget for 2009 as a local outreach project.  Also, I was 
invited to join their board of directors and now serve as vice chair.  Meanwhile, the MAT 
planned the most ambitious MAD Saturday to date.  Peak rented a truck using its 
benevolence fund to help a local family pack their apartment for a move to Colorado 
Springs, 120 miles away.  A member of the MAT had learned of the need quite by 
accident while talking to the woman in line at the grocery store.  They needed to make 
the move to take a job but had no means to get their belongings to the new location.  
Approximately twenty people from Peak showed up to help this single mother and two 
children—who are not part of our church—pack and clean their apartment and load 
everything onto the truck.  The MAT contacted a sister church in Colorado Springs and 
asked if they could have a team ready to unload on that end, which they did.  Then, one 
couple from Peak—members of the MAT—drove the truck down and back to complete 
the long day.  
The rhythm of monthly MAD Saturdays continued throughout the spring and 
summer.  In February, several members from Peak volunteered at Putnam Elementary 
School’s Science Carnival.  In March, a group inventoried and organized a storage unit 
for the Matthews House.  April’s project was cleaning a natural area along the Poudre 
River where it runs through town.  In May, a group of about twenty from Peak 
volunteered at Harris School’s end of the year Fiesta.  In June, a group helped a disabled 
senior move into an assisted living facility in the neighboring town of Windsor.  July’s 
project was helping another disabled senior plaster, texture, and paint walls in her house.   
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August 2009 was a busy month for the Missional Action Team.  On the 8th, 
several from Peak helped staff exchange stations for the Wild West Relay, a 24-hour 
running event benefiting the Matthews House.  Also in August, the MAT once again 
sponsored the snack drive for Harris School’s aftercare program, and once again 
collected over 750 snacks.  On the fourteenth, a team assembled and delivered welcome 
baskets to all the teachers at Harris School, who were returning from summer break that 
day.  Included in the baskets were post-it notes, chocolates, and a card to let teachers 
know Peak Church appreciated and cared about them.  Saturday the twenty-first brought 
another Outdoor Family Movie Night featuring the children’s classic Chitty Chitty Bang 
Bang.3  It was not as well attended as the previous year, but the MAT wanted to maintain 
the pattern of doing activities outside the church building—even if just in the parking 
lot—for the community. 
In September, we departed from our pattern of serving only outside of Peak and 
helped a couple from the church rebuild horse shelters on their property that had been 
damaged in a wind storm.  The team spent October preparing for Make a Difference 
Week and Peak’s third annual Faith in Action Sunday.  Once again, every small group 
was encouraged to select a project of their choosing from the United Way’s posting of 
agencies requesting help.  For the third year in a row, the morning worship service was 
cancelled on Sunday October 25 to participate in several service opportunities.  Another 
gourmet breakfast was prepared and served to a group of Matthews House youth.  More 
leaves were raked in the neighborhood.  Another one hundred hygiene kits and school 
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kits were assembled for Convoy of Hope.  Twenty-five stick horses were assembled and 
painted for an organization called Front Range Exceptional Equestrians that provides 
riding therapy to handicapped children.  They give a stick horse to each child who 
participates in their program.  The young adult group chose a green project— planting 
trees at a campground at nearby Horsetooth Reservoir.  In November, Peak capped the 
year off with a project to provide homemade snacks and goodies for the teacher’s break 
room at Harris School. 
January 2010 brought another moving project.  A team helped a single woman 
load a truck at her apartment in Fort Collins and unload in the neighboring town of 
Longmont.  In February, more snacks were delivered to the teachers at Harris School.  In 
March the MAT joined with the Children’s Ministry at Peak to sponsor an Easter Egg 
Hunt for the community at a local park.  The event was advertised only in the online 
edition of the local paper, but the response was overwhelming.  Nearly 150 children 
attended with parents and grandparents in tow.  Volunteers were sent scrambling back to 
Walmart and Target for more candy, which was then just thrown in the grass.  
Apparently, the team stumbled upon an unmet need in the community.  Next year, we 
will be better prepared. 
 
Phase Three: Deeper Involvement 
 
By this time, it was obvious that Harris School and The Matthews House were 
becoming the two places of deeper ongoing involvement in the community.  This is what 
the MAT was hoping for at the beginning of their work, so they began investing more 
effort in building relationships with these two organizations.  In both April and May, 
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more homemade baked goods were delivered to the teachers at Harris School.  The MAT 
feels this effort will bear fruit over time as we earn the trust of the staff at the school.  
Also, for the second straight year, Peak sent a team of volunteers to help with their end of 
the year Fiesta.   
      The June MAD Saturday was to plan and host a graduation party on the church 
lawn for youth from the Matthews House who were graduating from high school or 
completing their GED.  About ten kids and staff showed up and expressed appreciation 
for the event.  In July, the team sponsored a spiral notebook drive for Harris School.  
Julie Schiola, the principal, said this is the most needed school supply item, and the 
teachers end up purchasing them out of their own pockets.  Peak members donated eight 
hundred notebooks, which were delivered to the school in time for the start of fall term.  
In August, the MAT once again sponsored the Harris School snack drive.  Also in 
August, several from Peak volunteered to help at the Wild West Relay again, and this 
year four people from Peak ran the race on the Matthews House team. 
In summary, this list of projects covers nearly three years of monthly activities.  
While at first seeming a bit tedious and repetitious, it is necessary for the reader to gain 
an appreciation for the amount of work the Missional Action Team has accomplished 
during this period.  Also, the list is intended to convey the sense of momentum that has 
been generated by this regular pattern of monthly service opportunities.  While the 
makeup of the MAT itself has evolved over the three-year span—new people coming on 
and others stepping off—the original goals have stayed constant.  The three-phase plan 
was followed, and the “leaven in the lump” philosophy was maintained even when 
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various projects were not well attended or supported.  In short, a group of about twelve 
people—less than 10 percent of our church’s constituency—have initiated and directed a 
process that has indeed changed the culture of Peak Community Church.  The next 
chapter—Assessments—will describe and document the changes that are taking place at 
this stage in the process of Peak’s missional transformation.   
 















This chapter will offer an assessment of the progress so far in the process of 
missional transformation at Peak Community Church.  The assessment will be done in 
two parts, one more objective, and the other more subjective.  The objective piece will 
focus on a comparison of congregational survey results, conducted four and one half 
years apart, regarding Peak’s readiness for missional transition.  The subjective piece will 
report on a series of interviews conducted with several members of Peak’s Missional 
Action Team inviting their observations of the church’s movement as a result of the 
MAT’s work.  Together, these two parts should offer some measurement of the church’s 
progress along the path toward becoming a church set apart for the world, rather than 
from the world. 
      As reported above in chapter 2, “Methodology”, Peak first conducted the 
Missional Church Readiness Survey in January 2006.1  I had been the pastor for only four 
months but was already enrolled in the Missional Church Leadership cohort at Fuller 
Theological Seminary; part of the coursework for year two included the survey.  In 
                                                 
1 Roxburgh and Romanuk, The Missional Church Readiness Survey. 
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discussing the matter with the church leadership at the time, however, it was decided the 
survey could also serve as a sort of introduction—or inauguration—of the new pastoral 
leadership at Peak.  Once completed, the resulting “snapshot” of the church served as a 
gathering point around which several conversations were held during the spring of 2006.2  
The readiness survey was indeed helpful in initiating the change process at Peak nearly 
five years ago. 
      As work began on this paper, however, an idea emerged that the original survey 
results could be even more helpful if the church leadership had something with which to 
compare them.  Much like family photographs taken in the same setting several years 
apart, growth, change, and development would stand out more clearly.  The Church 
Council quickly saw the value of such a project and agreed to conduct the survey again.  
Fortunately, the survey tool was still available in essentially the same form, now from the 
Roxburgh Missional Network.3   
 
The 2010 Church 360 Survey 
 
In September 2010, four years and eight months after the first survey, the 
congregation was polled once again.  This time, a total of fifty-eight persons completed 
the survey, compared with forty-six before.  Since the average attendance is almost 
exactly the same as five years ago, this represents a slightly better sampling of the 
congregation.  There has, however, been almost a 60 percent turnover in constituents 
during that time.  This turnover was also reflected in the survey data as thirty-two of the 
                                                 
2 A detailed description of that process can be found above in chapter 2. 
 
3 Formerly the Missional Leadership Institute. 
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fifty-eight respondents reported the beginning of their involvement with Peak as falling 
within the last five years. 
 After receiving the results of the new survey, a time was set for a phone 
conversation with John McLaverty, consultant with the Roxburgh Missional Network.  
McLaverty’s work is part of the service the organization provides to any congregation 
that participates in the survey.  He was very helpful in explaining how to interpret the 
data and read it for clues to the work of missional transformation.  He was also very 
encouraging regarding what he was able to discern about Peak Community Church from 
the outside—John knows nothing about Peak except what he was able to learn from the 
survey itself.  Yet the word he kept repeating was “movement.”  The results indicate a 
great deal of movement within the congregation toward a new missional imagination.  
This was his observation based only on the current survey—he did not have access to the 
earlier data.  This assessment from a trained, objective observer was encouraging enough 
in itself, but when set side by side with the results from five years ago, this movement 
toward a new missional imagination is not only discernable, it is striking. 
 
The Four Global Views 
 
The first and most easily noticeable measurement of movement appears in the 
four global views.  These are the four stages, or characteristics, within which a given 
congregation functions at any particular time.  Each type describes the way the church 
responds to the knowledge that the community around it is changing.  The four types are 
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Reactive, Developmental, Transitional, and Transformational.4  The reader will recall that 
no church operates exclusively within only one characteristic; however, the survey is 
designed so that scores cannot be high in all four types.  Therefore, the results should 
give some indication of where a given church is located at that point in time. 
 In 2006, the survey indicated Peak Community Church fell solidly within the 
Developmental type.5  A congregation in this stage has an awareness that the culture 
around it is changing in some fairly dramatic ways.  However, unlike the Reactive type, 
which responds by withdrawing from further involvement with the surrounding 
community, the Developmental congregation wants to engage with the new reality.  It 
does this by seeking to improve what is already being done.  The Developmental 
mentality is shaped by an attractional view of the church, which is the belief that mission 
is carried out by attracting people into what we are doing.  Therefore, we can fulfill our 
mission better by improving—or developing—what we are already doing.  While such 
improvements are positive and beneficial, they represent a form of technical, rather than 
adaptive, change.  This approach assumes that the future will be an extension of the past, 
and that a congregation can plan for it by implementing incremental improvements to an 
existing program.  This was Peak five years ago. 
 By contrast, a congregation functioning in the Transitional type is beginning to 
recognize that the existing ministries and programs, no matter how well they are 
performed, will no longer attract new people into the life of the church.  The transitional 
                                                 
4 See the full description of each view in chapter 2, above. 
 
5 See Appendix A. 
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church may not yet know what to do, and may still be feeling disoriented and confused, 
but at least it is aware that the old paradigms are no longer effective.  It has not yet 
developed a new missional imagination, but it is willing to begin experimenting with new 
forms of congregational life and praxis in order to better engage with the new reality of 
the culture around it.  This is Peak today.   
The figures below show the four global views from the 2010 Church 360 Survey.  
Each graph is measuring the responses to a set of questions particular to each respective 
view.  Thus, a high bar indicates a positive response to that particular question.  As a 
measurement of readiness for missional transition, the desired goal would be for more 
positive responses in the Transitional and Transformational views and lower responses in 
the Reactive and Developmental views.  Indeed, this was the case at Peak Church, as seen 
in the prominence of the Transitional view, and even some movement into the 





Figure 5. Reactive view 2010. 
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The Sixteen Factors 
 
The real nuts and bolts of the survey, however, are contained in the sixteen factors 
that make up the content of the survey questions themselves.  The factors are organized in 
four categories, as follows: Process Factors, Focus Factors, Congregation Factors, and 
Community Factors.6  At this level, the survey shows movement across the four stages—
Reactive to Transformational—very well, because each factor is measured by four 
questions that correspond to each stage.  For example, figure 9 below shows the first 
factor, Structure, from the 2010 Survey.  Note the strong response to the 
Transformational question, but also the progression of movement across the questions 
from Reactive to Transformational.  This particular factor reflects very clearly the desired 
progression toward significant readiness for missional change. 
 
 
                                                 
6 Refer to figure 3, page 30, for a list of all sixteen sub-factors. 
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Appendix D contains a comparison of several of these factor views from the two 
surveys.  Notice that most display quite clearly the desired movement toward the right 
(Transformational), reflecting the kind of change the Missional Action Team was hoping 
to achieve when they began their work three years ago.  The survey results provide some 
concrete data to support the more subjective feeling, expressed with some frequency by 
several long-term church members, that “Peak is a very different place than it was five 
years ago.”  However, six of the factors show stagnation or even retrenchment, indicating 
a need for more attention and work.  They are Communication, Financial, Practices, 
Ministry, Integration, and Connection.  The chart comparisons appear below, followed by 
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While the charts do indicate some progress in this factor—the scores in the 
Transitional and Transformational sections are higher in the 2010 survey—the overall 
“shape” of the graph remains the same, with the responses decidedly weighted toward the 
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Reactive question on the left.  This indicates the need for better communication, not just 
about church activities in general, but specifically regarding the missional transition 
process in which Peak is engaged.  This point became clear in a staff meeting when the 
above comparison was shared with the current office administrator, who has in fact 
greatly improved Peak’s overall communication over the past four years.  She mentioned, 
with some agitation, the monthly print newsletter, the weekly email updates, and the 
scrolling announcements on Sunday mornings as evidence that we are in fact doing a 
much better job of communicating with the congregation than we were prior to her arrival 
in this position.  While this is undoubtedly true—and is a much-needed improvement—
the survey is measuring readiness for missional transition.  We still need to do a better 
job of communicating vision and direction for the future of the church, especially as it 
relates to the task of cultivating a new missional imagination at Peak.  Better use can be 
made of blogs, social media, and even simple conversations in small group settings to 
raise awareness and stimulate thinking about new ways to be the church in this time and 
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 The above figures show the Financial factor comparison from the two surveys.  
Once again, while it indicates some progress—the sections to the right of the 2010 chart 
are slightly higher—the overall “shape” of the graph is level, indicating little movement 
toward real missional change in this area.  In fact, the budgeting process at Peak has 
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changed very little over the past decade or more.  It involves plugging new numbers into 
an existing line-item format based on last year’s expenses in each category and next 
year’s respective projected expenses.  Granted, many of the experiments initiated by the 
Missional Action Team over the past three years required little or no financial support.  
Thus, the church budget, by itself, does not fully reflect Peak’s level of involvement in 
these kinds of activities.  Still, the leadership can be more intentional about thinking 
missionally during the budgeting process.  One simple exercise, suggested by Mike 
Slaughter of Ginghamsburg United Methodist Church in Ohio, is to reorganize all current 
budget line items into three broad headings: Mortar, Ministry, and Mission.7  These can 
then be placed in a graph (figure 14) to show which is taking precedence in a given 
















Figure 14. Mission vs. Mortar: Peak Church budget 2010. 
 
                                                 
7 Mike Slaughter, Change the World: Recovering the Message and Mission of Jesus (Nashville, 
TN: Abingdon Press, 2010), 94. 
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This exercise is one way to stimulate strategic thinking during the budgeting 
process instead of just plugging numbers into an existing format.  It would raise 
awareness, stimulate creativity, and serve as a simple measuring stick for progress in 
missional transition.  For example, a church thinking missionally would want to make 
sure the Mission category exceeds the Mortar category every year.  Overall, though, the 
results in this factor are still encouraging, especially when one remembers that significant 
engagement in the culture can and should take place in neighborhoods and communities, 
requiring little or no support from the church budget. 
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 In this factor, while once again showing some improvement over the 2006 result, 
the strongest response remains in the Developmental area.  This indicates that, for most 
members, the primary arena of activity remains within the church—its various programs 
and gatherings.  The desired new missional imagination is learning to think of ministry as 
something that should just as easily take place outside the structures of congregational 
life, in the communities where the congregants live and work.  However, Peak needs 
more work in this area.  Some training materials could prove useful at this point, such as 
Roxburgh’s Moving Back into the Neighborhood workbook, or Halter and Smay’s 
Tangible Kingdom Primer.8  Both are excellent training tools that are being evaluated and 
considered by the church leadership as ways to help cultivate a new missional 
imagination at Peak.  It is somewhat disconcerting, however, to realize that church 
                                                 
8 Alan Roxburgh, Moving Back into the Neighborhood: The Workbook, Roxburgh Missional Net, 
www.roxburghmissionalnet.com (accessed July 14, 2010); Hugh Halter and Matt Smay, The Tangible 
Kingdom Primer (Anaheim, CA: CRM Empowering Leaders, 2009). 
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members actually need training in being friendly towards people who live on their own 
streets.  In fact, this may be exactly the case at this point in history when North American 
churches are seeking to climb out of the deep rut of attractional forms of ministry that 
have dominated congregational life for decades. 
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Figure 18. Ministry 2010. 
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 The first thing one notices in this factor is the similarity of the charts from both 
surveys, indicating very little change in this area over five years.  Responses in the 
Reactive section are slightly lower, and a few enthusiastic respondents rated the church 
higher than before in the Transitional and Transformational sections, but the overall 
shape of the graphs remains the same.  One would hope to see more movement in this 
factor, especially considering the progress made in several others.  However, the survey 
results point to a lingering mindset that regards ministry as activity directed primarily 
toward persons within the church.  In addition, the prominence of the Developmental 
responses highlights the relatively small number of laypersons actually involved in such 
ministries, leaving the majority to function in the familiar role of consumers.  More work 
is needed to continue the process, initiated by the Missional Action Team, of changing 
mindsets that lead to patterns of ministry that keep Peak set apart from the world.  The 
Transformational question for this factor includes the concept of training, recalling again 
the need for tools that will serve to equip “the congregation to serve those in the 
communities where we live and work.”  Encouragement is not enough; additional 
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 Integration measures the degree to which a congregation is engaged with, or 
integrated into, the surrounding community.  This factor is of particular interest to Peak, 
which previously viewed itself as largely set apart from the world.  Furthermore, the four 
statements are worded in such a way as to also assess the integration of individual 
 
  93 
members into their respective places of work and residence.  While the 2010 survey 
indicates the strongest responses in the Developmental section, it should be noted that the 
2006 chart is shortened to a sixty point scale, and no response rose above the fiftieth 
percentile.  This suggests some progress in this factor, though stronger responses to the 
Transitional and Transformational statements would be preferred.   
The strength of the Developmental responses may be exposing the limitations of 
the transformation process directed by the MAT to bring about much real change on a 
personal level.  The team did a good job of engaging the congregation with the 
community, but mostly in a programmed and coordinated way that did not result in much 
growth in the lives of individual congregants.  The next steps in missional transformation 
at Peak will require some focus in this area—encouraging and training individuals to 
develop patterns of thinking and lifestyle that allow them to fully integrate into the 
communities where they live and work as bearers of the life of God in those places.  The 
development of this new missional imagination among the members of Peak will allow 
for further dissemination of the gospel of the Kingdom into the surrounding community.  
However, in order to accomplish this, the church needs to learn the rhythm of being the 
gathered and scattered people of God.  Right now the focus remains on the gathering, 
even during experiments in missional engagement.  As seen in the interview process 
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 Of all the sixteen factor views in the 2010 survey, this view shows the least 
movement toward missional transformation.  Indeed, the scores in the Reactive section 
are some of the strongest in the entire survey, and are significantly higher than in the 
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2006 version.  In discussing this with the consultant, John McLaverty, he graciously 
pointed out that having “programs and events that would interest the people in the 
congregation” is not a bad thing.  Quite the contrary, of course one would expect that to 
be true in a vital and active church.  The challenge is not to reduce activities that would 
interest the congregants, but to increase their desire and ability to build relationships with 
others outside the church family.  John used the word “hospitality” to bring a focus to the 
intent of this factor.  The sad truth is that most church members have completely 
forgotten the importance of, or worse, have no desire for, showing simple hospitality 
toward people outside the comfortable confines of church gatherings.  John also 
recommended two resources for further study in this area: Making Room: Recovering 
Hospitality as a Christian Tradition by Christine Pohl, and Untamed Hospitality: 
Welcoming God and Other Strangers by Elizabeth Newman.9  Another potential training 
tool is the Practicing Hospitality Study Guide available from the Roxburgh Missional 
Network.10            
 
Missional Action Team Interviews 
 
The other, more qualitative form of assessment took place in a series of interviews 
with several members of the Missional Action Team.  Four of these persons/couples were 
involved from the beginning of the MAT.  Their ages range from mid-twenties to mid-
                                                 
9 Christine Pohl, Making Room: Recovering Hospitality as a Christian Tradition (Grand Rapids, 
MI: Wm. B. Eerdmans Publishing Co., 1999); Elizabeth Newman, Untamed Hospitality: Welcoming God 
and Other Strangers (Ada, MI: Brazos Press, 2007). 
 
10 Alan J. Roxburgh, Practicing Hospitality Study Guide, Roxburgh Missional Net, 
www.roxburghmissionalnet.com (accessed July 14, 2010). 
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forties.  The remaining interviewee was not involved directly with the team, but is a long-
term member of Peak who could bring unique perspective to the conversation.  She is in 
her early sixties.  All of the conversations were quite animated and enjoyable.  In each 
interview the dialogue took on a character unique to the personalities and experiences of 
those involved.  However, five questions served as conversation starters, as follows: 
1. Over the past three years, how has the culture of the church changed? 
 
2. In your opinion, what percentage of the current congregation has a working 
understanding of the term “Missional Church?” 
 
3. How would you assess our progress toward missional transformation in terms 
of the “tipping point” concept?11 
 
4. How would you assess our progress toward changing the following 
congregational mindsets?   
a) Refuge or fortress mentality   
b) Bubble culture   
c) Inviting vs. sending   
d) Consumer Christianity   
e) Supporting missions vs. being on mission 
 
5. What suggestions would you offer to keep Peak moving forward in missional 
transition? 
       
Question one was intended to draw out some observations on the difference 
between culture and behavior.  This was one of the early stated goals of the Missional 
Action Team, that the focus should not be so much on outward behavior as on ethos, 
culture, and identity.  One of the respondents remembered the atmosphere of skepticism 
surrounding the first Faith in Action Sunday.  She noted a change in this attitude, but 
                                                 
11Rogers, Diffusion of Innovations, 357.  This term is used to describe the point at which change in 
an organization becomes inevitable, even irreversible, because of the percentage of members who have 
adopted the new innovation or methodology, etc.  The number is surprisingly low—usually somewhere 
around ten percent.   
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wondered how self-sustaining it is at this point: “Awareness is definitely being raised, but 
our missional experiments still feel like just one more activity on the church calendar.  
That is not real culture change.”  Another person noted more responsiveness to 
community needs as evidence of culture change: “There is definitely more balance 
between being gathered and being sent.  And there is also more conversation buzz, even 
among people who don’t know all the lingo.”  However, another respondent discounted 
much cultural change: “Peak was always a generous, giving congregation.  But I do see 
that the age group has changed.  We are a younger congregation, perhaps because of a 
more outward focus.”   
A young couple spoke on a more personal level: “We have definitely changed 
personally—our thinking, our beliefs, our actions.  The emphasis on missional 
Christianity has gotten us out of a hypocritical Christian lifestyle, and more focused on 
God’s love for all people.”  They also noted that the language of Peak is changing: “We 
hear missional concepts coming up in conversations more and more.”  Another young 
man described cultural change in terms of “expectations of what we are going to hear 
about on Sunday morning.  There is no more talk of self-improvement, getting my needs 
met, and church-growth emphasis.  We are much more tuned in to the message of the 
kingdom of God, and the church has much more awareness of needs in our community.”  
The speaker went on to note that expectations are also changing in terms of  “Now what?  
Is all this missional talk ever going to result in some substantive organizational changes, 
in the way we actually do church on a week in and week out basis?” 
 
  98 
      On question two, regarding the term “missional church,” one person said, “It is 
definitely becoming part of our identity.  Even people who don’t participate much would 
still describe the church as outwardly focused.  And many new young couples are at Peak 
because of that outward focus.”  He added there is probably even more personal change 
happening of which we are not even aware.  Another respondent was not so generous.  
She said, “Less than 50 percent have a working knowledge of the term missional church, 
and at least 30 percent are probably resistant to it.”  This woman went on to express great 
support for the changes she sees at the church, but was reluctant to describe that change 
in terms of missional transformation.  Someone else noted, “Many contribute in ways 
other than direct participation.  However, for many this is still just a church activity.  We 
need more understanding of incarnational life.”  Another person broke down the 
percentages even further: “Twenty-five percent are living incarnationally; another 25 
percent don’t get it.  But the big middle are still trying to figure out how we can do this 
together—how to be a missional people together.  Certainly for the vast majority, 
awareness has definitely changed.  We are much more aware of churchy, red-flag 
language.” 
      The “tipping point” concept required a little explanation in each interview, but 
once the idea was understood, the responses were almost identical.  “We’re there.  The 
Holy Spirit has been stirring up these concepts for a long time.  When you arrived it was 
like setting a match to a dry pile of tinder.  The time was ripe and there is a sense of 
urgency.  We have to change.”  Another person added, “The leaven in the lump is 
working.  But we need more cross-pollination age-wise.  The key is communication, 
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which also favors the younger people.  They are more tech savvy and communication 
rich.” 
      Regarding the changing of mindsets, the respondents were not so enthusiastic.  
One person described it as “a softening of mindsets, but not much real change.  We’re 
trying to change in three to five years what has taken a lifetime to create.  One problem is 
that everyone is on a continuum, and new people are coming all the time.”  Another 
comment: “We’ve definitely developed some ‘refuge radar.’  And I am recognizing 
mindset changes personally, such as opportunities for conversations with my own 
children.  But the biggest change is in the awareness that we are all on mission, rather 
than just supporting missions.”  Another respondent noted, “I can see some progress, but 
we still have a ways to go.  We are embarked, but this is a long journey.  Some of these 
mindsets are deeply ingrained in American culture, not just in the church—like 
consumerism.”  Someone else said essentially the same thing: “It’s a work in progress.  
For many of us, church is still my ‘safe place,’ my refuge.  And it is still easier to judge, 
condemn, and withdraw than it is to serve, love, and engage.”  Another respondent noted, 
“We still have holdouts, but the vast majority have abandoned the ‘refuge’ mentality.  
But we have to get to the place where church is no longer the only—or even the 
primary—entry point.”  Regarding consumer Christianity, someone else wondered, 
“Have we just created a new need, a new type of church people are shopping for, a 
‘missional church?’  If so, it is still just need-centered Christianity.” 
      When asked what suggestions they would offer to keep Peak moving forward in 
missional transition, the following comments stood out:  “Don’t stop!  Keep offering 
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opportunities for people to experiment with these ideas.  And maybe design some ways to 
orient new people in this direction, when they are just coming into the church.”  Also, 
“It’s not just the sermons; it’s the announcements.  Peak’s missional transition will be 
more about what we are doing, and less about what we are teaching.”  Again, “Start 
younger.  We need better ways to teach children new ways of living the faith.  Keep 
being consistent from the pulpit.  Stimulate people’s thinking, but also their conversation.  
Maybe we need even more opportunities for Q and A.”  “Remember that the journey is 
the point—there really is no ‘destination’ of arriving in ‘missional land.’”  “There is a lot 
of need out there.  We have to keep identifying ways to serve.  We may be at a transition 
point of helping people think of ways to live missionally as individuals, instead of just 
letting the church organize it for us.  Maybe we could publish a running list of ideas—





      The tone of these responses reveals that missional transformation has indeed 
taken root at Peak Community Church.  Five years ago, such conversations could not 
even have taken place.  The church had no language for, or conceptual understanding of, 
what is meant by a missional church.  However, the progress is frustratingly difficult to 
measure.  Admittedly, much of the congregation’s outwardly observable behavior still 
looks quite familiar to someone steeped in the typical practices of the North American 
church.  Indeed, the respondents all indicated the continuing presence of a sizable 
contingent at Peak that seems to be completely unaware of any cultural shift taking place 
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within the church.  This group, which cuts across all age categories, continues to live 
within a very different imagination of what God is doing in the world—an imagination 
dominated by the Church. 
     While the default settings of traditional congregational life are still very strong, a 
few of the comments indicate some movement in a new direction.  The use of the 
language of incarnation was particularly encouraging.  This new verbiage points toward a 
growing understanding of what the Apostle Paul called the great mystery, “which is 
Christ in you, the hope of glory” (Col 1:27).  As this awareness continues to grow, 
perhaps Peak can at last move beyond what is sometimes called temple religion—
structures and forms that serve to keep us set apart from the world—and truly begin to 
participate more fully in the life of God flowing in the world. 
      Another encouraging sign is the recognition that the work of the Missional Action 
Team may be coming to an end.  While this sounds counter-intuitive at first, it reveals an 
awareness of the danger that planned “missional events” can be perceived as just another 
program of the church.  The people who are into “that sort of thing” can participate at 
their own discretion, while others are free to continue their familiar pattern of Christian 
consumerism.  Several of the comments indicated a growing concern that the MAT’s 
current rhythm of activities may in fact be contributing to just such a perception.  Perhaps 




























According to Parker Palmer, epistemology determines ethics.1  In other words, the 
way one comes to know something determines one’s behavior.  In order to better 
understand, therefore, the sources of our actions, we must reflect on our ways of 
knowing.  This explains why reflection is so important.  Simply experiencing something 
without reflection teaches us nothing.  Reflection takes one beneath the surface to the 
level of metaphors, images, and symbolism.  These ways of knowing, which come from 
our assumptions, largely shape our behavior.  Palmer puts it this way: “The images of self 
and world that are found at the heart of our knowledge will also be found in the values by 
which we live our lives.”2  Unfortunately, this kind of personal reflection is hard work.  
As important as self-understanding is, developing it is rather like trying to teach a fish the 
meaning of water.  Fish do not know what water is—it is simply the world in which they 
live.  In much the same way, many leaders remain largely unaware of the underlying 
frameworks and maps that influence their worldview and leadership style.  Therefore, 
                                                 
1 Parker J. Palmer, To Know As We Are Known: A Spirituality of Education (San Francisco: 
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certain tools become valuable in helping to expose these hidden epistemologies in order 
to facilitate leadership learning. 
 In the Missional Church Leadership cohort, the two primary tools used to aid in 
this process were the Myers-Briggs Temperament Analysis and the PastorLeader 
Readiness Survey from Missional Leadership Institute (MLi).3  Both proved valuable at 
the outset of the program in helping the cohort members to prepare for the leadership 
challenges each would encounter in their respective congregations.  These tools helped 
each pastor-leader to discover what their “water” was—the underlying frameworks, 
maps, and epistemologies that determine one’s leadership style.  It will be helpful at this 
juncture—some four years into Peak’s congregational transformation process—to engage 
in some reflection on those insights.  What follows is a brief summary of some of the data 
gleaned from the two instruments, with special attention given to how certain personality 
traits and leadership skills have aided—or hindered—the transformation process at Peak 




The PastorLeader Missional Leadership Readiness Survey uses 360 degree 
feedback from supervisors, staff, and peers to measure a leader’s readiness to lead 
missional transformation in a local church.  A set of questions generates a score for each 
of sixteen readiness factors, which in turn are grouped in four main areas: Self, People, 
Congregation, and Community.  Figure 23 shows the author’s scores for each factor.  In 
                                                 
3 Keirsey, Please Understand Me II; Roxburgh and Romanuk, The PastorLeader Missional 
Leadership Readiness Survey. 
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the survey, conducted in 2004—year one of the Missional Church Leadership cohort, the 
respondents were asked to rate the subject on a scale of one to five for each question.  





READINESS FACTOR SCORE 
1.  Personal Maturity 89.1% 
2.  Conflict Resolution 51.9% 




4.  Develops Trust 94.5% 
5.  Missional Thinking 87.3% 
6.  Cultivates Growth 45.5% 




 8.  Creates Coalitions 52.7% 
9.  Member Integration 81.8% 
10. Missional Culture 72.7% 




12. Missional Theology 90.9% 
13. Understands Society 60.0% 
14. Member Engagement 69.1% 




16. Foundations for Change 98.2% 
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Weaknesses 
      In the original survey analysis, four of the sixteen readiness factors were selected 
for further investigation and development.  These four areas, then, comprised the close-
up view, and became the focus of a series of conversations with several of the 
respondents to the survey.  The purpose of the process was to get out of the water, so to 
speak, or, to use the earlier analogy, to get on the balcony, in order to identify some 
personal adaptive challenges that would require attention as the leader moved forward in 
missional transformation.  Figure 24 shows the four factors chosen for focus then, in year 
one of the program.  Note that the factors chosen were indeed the lowest scores in each 
category.   
 
 
ENGAGEMENT AREA READINESS FACTOR  
FOR FOCUS 
SCORE 
SELF Managing Conflict 51.9% 
PEOPLE Cultivates Growth 45.4% 
CONGREGATION Missional Practices 70.9% 
COMMUNITY Understands Society 60.0% 
 





Very few leaders enjoy conflict and most handle it poorly—at least internally.  
Even while maintaining an outward appearance of calmness, in conflict situations, they 
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are inwardly churning.  Among pastors, this distaste for conflict may be attributed to at 
least two factors.  The first is personal insecurity, which manifests itself in the desperate 
need to be liked.  Conflict situations threaten the fragile notion that the leader is only 
acceptable if people like him or her.  This is faulty thinking, of course, based in part upon 
confusion between role and self, with the result that all conflict is internalized.  The trick, 
according to Heifeitz, is to distinguish between role and self, in order to externalize the 
conflict and refocus attention back on the issues, rather than on personalities.  This 
ability, says Heifetz, can be life-saving for leaders.4  A second factor is the belief that 
conflict is somehow un-Christian.  The apostle Paul admonishes in Romans 12:18, “If it 
is possible, as far as it depends on you, live at peace with everyone.”  Again, “Let us 
therefore make every effort to do what leads to peace and to mutual edification” (Rom 
14:19).  These Scriptures provide a powerful incentive for conflict avoidance, especially 
if that is already one’s predisposition. 
      This raises an obvious problem—it is almost impossible for leaders to avoid 
conflict.  In fact, the case can be made that unless some level of conflict is occurring, 
there is no leadership.  Management consultant Margaret Wheatley illustrates this point 
well.  Wheatley wonders why we have attached such value to the concept of equilibrium.  
The term is used to describe such desirable states as emotional health and well-being; but 
is it really such a desirable condition?  Wheatley goes on to explain, “In classical 
thermodynamics, equilibrium is the end state in the evolution of closed systems, the point 
at which the system has exhausted all of its capacity for change, done its work, and 
                                                 
4 Heifetz, Leadership without Easy Answers, 265. 
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dissipated its productive capacity into useless entropy.”5  The role of the leader, then, is 
to make sure the system is not closed and headed for maximum entropy.  This is 
accomplished by constantly introducing new information into the organization and 
thereby forcing it to deal with change: “An open organization doesn’t look for 
information that makes it feel good, that verifies its past and validates its present.  It is 
deliberately looking for information that might threaten its stability, knock it off balance, 
and open it to growth.”6  However, these are precisely the practices that create conflict.  
Leading missional transformation, then, requires a willingness to deal with it.      
During the interviews, one respondent commented bluntly, “This will be difficult 
for you.  I think you have what you need to do this because you have great wisdom, but 
your emotions get impacted quickly.”  This person went on to point out the value of 
learning to see conflict as an opportunity for finding solutions to problems, rather than 
allowing conflict to become the problem itself.  Another person observed a tendency to 
back down too easily, apparently in an effort to avoid conflict: “Your humility sets 
people at ease.  You are very open and honest about yourself, but sometimes you become 
too vulnerable.” 
      The task of missional leadership requires competence in the area of conflict 
resolution.  This includes skills in the more technical aspects, such as identifying the real 
issues, clear communication, and problem solving.  However, the more difficult task may 
be to address the deeper, emotional issues that result in frequent conflict avoidance.  A 
                                                 
5 Margaret J. Wheatley, Leadership and the New Science (San Francisco, CA: Berrett-Koehler 
Publishers, 1999), 76.      
 
6 Ibid., 83. 
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high level of self-awareness is helpful at this point, including elements of personality and 




        It is important to note that the kind of growth indicated here is personal growth, 
not church growth.  In periods of rapid, discontinuous change, personal growth becomes 
necessary in order for people to embrace the transition and resist returning to the former 
state of equilibrium.  So, growth is about learning to live in the tension of transition.  In 
the PastorLeader Survey Workbook, Alan Roxburgh and Fred Romanuk suggest that 
developing this skill will require pastors to become abbots in the local congregation: “An 
abbot is a leader who forms a way of life among a people.  Missional change is primarily 
about formation.  Formation is about the habits and practices which shape new ways of 
being the church.”7  They go on to describe the agrarian roots of the word cultivate.  It is 
an organic metaphor borrowed from horticulture and gardening, rather than from 
organizational management.  The cultivator understands that the growth of each plant is 
not something to be controlled.  Rather, through soil preparation and adequate watering, 
optimum conditions are provided in which each plant can fulfill its own purpose: “Here is 
someone down in the dirt.  Cultivation is a hands-on activity requiring time with 
people.”8  So, the kind of growth referred to by this readiness factor is personal growth  
                                                 
7 Alan Roxburgh and Fred Romanuk, The PastorLeader Personal Development Workbook 
(Vancouver, BC: Missional Leadership Institute, 2004), 40.     
 
8 Ibid., 40. 
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on the part of the people of the congregation, which the pastor will facilitate through 
highly personal contact and cultivation.  
      Compare the above description with this quote from one of the survey 
respondents: “You tend to be a more ‘hands-off’ type of leader.  One-on-one leadership 
situations are very demanding and exhausting for you, yet you are very good at 
challenging the whole church through your teaching. ”  Another respondent said, “I know 
this is difficult for you, largely because of your personality.  So you should choose 
carefully who to pour into.”  A third comment was, “You do this well in groups, not as 
well with individuals.  Your teaching gift comes out in group situations; one-on-one is 
more about friendship and relationship.” 
      There is much evidence that investing this kind of time and energy in people 
produces great benefits.  Business consultant Jim Collins writes about this very issue.  
Collins’ research findings indicate that personnel decisions are actually more important 
even than vision and strategy.  The leader’s first and most important task is to get the 
right people on the bus—and in the right seats—and the wrong people off the bus, before 
he even knows where the bus is going.9  What is most striking about this premise is the 
assertion that relationships among the leadership team are more important even than 
direction.  This becomes obvious in a rapidly changing environment where external 
conditions may frequently require agile course corrections.  If the leaders are committed 
more to a vision than to each other, there will not only be relational tension, but also a 
rigidity that will make adaptive change difficult. 
                                                 
9 Jim Collins, Good To Great (New York, NY: HarperCollins, 2001), 42. 
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      Leading missional change in a local church calls for a leadership style that allows 
for ample time invested in personal relationships, especially with other leaders.  This 
requires intentional effort, not only to be available for such relationships, but also to 
actually initiate them.  Reluctance at this point is perhaps related to a distaste for conflict, 
discussed above.  Cultivating growth in others requires that they be challenged and 
stretched in ways that will produce resistance, and therefore conflict.  However, attention 
given to this factor will have profound impact on the process of missional transformation, 
and especially on the cultivation of a missional culture. 
 
Cultivating Missional Culture 
 
      Organizational culture is more about identity than behavior.  According to 
Roxburgh and Romanuk, “A congregation with a missional culture understands mission 
not in terms of what it does, but who it is as God’s people.”10  So, culture primarily 
determines the way an organization sees itself, providing the images, metaphors, and 
symbols that shape self-identity.  Culture affects behavior only secondarily, as a 
byproduct of self-understanding.  In his definitive book on this subject, Edgar Schein 
defines organizational culture as the following: 
[Culture is defined as] a pattern of basic assumptions—invented, discovered, or 
developed by a given group as it learns to cope with its problems of external 
adaptation and internal integration—that has worked well enough to be 
considered valid and, therefore, to be taught to new members as the correct way to 
perceive, think, and feel in relation to those problems.11 
 
                                                 
10Roxburgh and Romanuk, The PastorLeader Personal Development Workbook, 45. 
 
11 Edgar H. Schein, Organizational Culture and Leadership (San Francisco, CA: Jossey-Bass 
Publishers, 1985), 9. 
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These basic assumptions, in turn, issue forth first in shared values, and finally, in artifacts 
and creations.  Schein explains how the problems of external adaptation require the group 
to reach consensus on five assumptions: mission and strategy, operational goals, means 
for achieving the goals, criteria for measuring results, and strategies for correction.12  He 
goes on to show how the problems of internal integration require the group to reach 
consensus on six assumptions: developing a common language and conceptual 
categories, defining group boundaries and criteria for inclusion and exclusion, defining 
how power and status are acquired and used, developing rules for relationships within the 
group, determining rewards and punishments, and creating an ideology to explain the 
unexplainable.13          
Schein’s definition is easily applied to a local church.  The leadership challenge is 
to create a cultural ethos by helping the congregation reach consensus on the internal and 
external issues.  This is precisely the area where the power and influence of preaching 
and teaching can be most valuable.  Language is a powerful transmitter of culture, so 
words and word-pictures should be carefully chosen for the purpose of culture creation.  
However, the leader should not overlook the power of stories and aesthetics, including 
the arts, images, and symbols, as equally powerful conveyors of culture.   
      It should be noted this work of creating—or especially, changing—a 
congregation’s cultural ethos takes time.  Therefore, long-term pastorates will be 
rewarded in this area.  To return to the agrarian imagery of cultivation, this is the work of 
                                                 
12 Schein, Organizational Culture and Leadership, 52. 
 
13 Ibid., 66.      
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growing oak trees, not mushrooms.  One of the encouraging comments in the interviews 
related to this need for patience:  “I see this [creating missional culture] as being a 
dominant theme of your ministry, especially in staff meetings.  But change comes slow in 
this area, so remember to note the distinction between what you are doing and how the 
congregation is responding.” 
 
Understanding Our Society 
 
It is difficult enough to stay current with the sweeping, global changes taking 
place in the larger society.  A more immediate problem is found in an inability to 
communicate with the Spanish-speaking neighbors across the street.  In more 
programmatic models of ministry, it was easy to approach the leadership task from an 
ivory tower mentality, preferring the seclusion of the study to the noise of the 
marketplace.  Once again, while related to basic issues of temperament and personality, 
the missional leader will benefit from developing skills in this area on both the macro and 
micro levels.   
While remaining aware of the importance of interpreting cultural changes on a 
global scale, the effective leader will also make the effort to cultivate meaningful 
relationships and connections with real people right in their own neighborhoods.  
Theology, like politics, is always local.  Incarnational presence is always concerned about 
the particularities of a specific situation.  Thus, the effective missional leader will always 
be seeking to discover what God is doing, not only in the world, but more importantly, on 
this street and in this neighborhood.   
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Strengths 
 
  It will be helpful to focus not only on weaknesses but also on strengths.  Rather 
than analyzing how the four weakest factors can hinder the process of leading missional 
change, analysis will now be directed toward how the four strongest factors have helped 
facilitate the change process at Peak.  Figure 25 shows the four strongest factors in each 
category.  The section that follows will provide some reflection on how these factors 
have contributed to the cultivation of a new missional imagination at Peak Community 
Church—that is, helping the congregation learn to express its life as a community set 
apart for the world, not from the world. 
 
 
ENGAGEMENT AREA READINESS FACTOR  
FOR FOCUS 
SCORE 
SELF Develops Trust 94.5% 
PEOPLE Enables Change 96.4% 
CONGREGATION Missional Theology 90.9% 
COMMUNITY Foundations for Change 98.2% 
 






The high score in the Develops Trust factor indicates that the leader is deeply 
trusted by the congregation, is considered reliable by the church leadership, and is seen as 
consistent in intentions, communication, and behavior.  Closely related is a willingness to 
be authentic and real, confessing humanness and vulnerability to the same struggles with 
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which everyone deals, yet maintaining personal integrity and reliability.  Some of the 
comments by respondents for this area included, “The people of the congregation have 
been led into trusting him because he has taken them there slowly and been consistent in 
his behavior.”  The leader “maintains trust among others by being consistent and honest 
in his actions and with his words.”  
Developing trust is essential to any leadership context, but especially in the 
process of leading a congregation through missional transformation.  This is because the 
destination is hard to define, even for the leader.  In fact, there is no destination, per se, 
but rather a whole new way of thinking and acting as a people seeking to engage their 
context with the good news of God’s reign.  The leadership challenge is not goal-setting 
and strategizing, but changing the congregation’s culture, its self-understanding, and 
ways of thinking about its reason for being.  In such a setting, trust in the leadership is 
crucial since the goal is not discernable at the outset.  The people must believe that the 
leader is competent, consistent, and dependable—capable of leading the group into 
uncharted territory.   
A wonderful example from American history is the Corps of Discovery 
expedition led by Meriwether Lewis and William Clark.  They were drawn by a dream— 
The Northwest Passage, an easy waterway to the Pacific Ocean.  It existed only in their 
imagination, but its image was enough to move them forward, day after day, through 
unimaginable hardships.  The level of trust invested in them by their team is difficult to 
overstate or comprehend.  In 1803, no one in what was then the United States even knew 
the Rocky Mountains existed, with peaks twice as high as any in the Appalachians back 
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East.  Lewis and Clark were not just off the map—they were traveling outside the 
American imagination.  In spite of this, their men trusted their leadership, and with good 
reason.  The Corps returned to St. Louis some two years after setting out having lost only 
one member of the team.  Their incredible adventure had changed the course of history. 
The best biblical example of this kind of leadership in the face of uncertainty and 
adaptive change is undoubtedly the Exodus story.  Interestingly, the narrative serves first 
as an example of what not to do as a leader since it deals so honestly with Moses’ 
character flaws.  As a young man, he was not a trustworthy leader.  Although his 
intentions were noble, they were not immediately clear to his own people.  His arrogance 
and brashness as displayed in the murder of an Egyptian soldier forced him to flee from 
Pharaoh, but also from the broken trust among his own people.  Their reaction is recorded 
in Exodus 2:14: “Who made you ruler and judge over us?” they asked.  “Are you 
thinking of killing us as you killed the Egyptian?”  Forty years of herding sheep in 
Midian, on the back side of the desert, humbled Moses, even to the point of not 
considering himself capable of leadership anymore.  Certainly he was aware of his 
limitations in the area of communication.  While God compensated for his weaknesses, 
Moses did develop and demonstrate consistency in values, skills, and actions that allowed 
the people to trust him to lead them into a place of risk and unpredictability. 
It takes time to develop trust between a leader and his followers.  Only a small 
amount of this essential leadership quality is granted with a position of authority.  The 
remainder must be earned through consistent demonstration of character and action over 
time.  This is why long-term pastorates are crucial to the work of leading missional 
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change.  While conventional wisdom has suggested that real organizational change is a 
five to seven year process, in reality, it is probably generational, as demonstrated in the 
Exodus story.  Moses’ leadership remained constant while an entire generation turned 
over during the forty years of wandering in the wilderness.  In this place of 
discontinuous, adaptive change, the new generation came to trust him implicitly because 
they had never known any other leader or context.  This kind of long-term consistency 





 The strong score for this factor falls within the People section of the survey, 
suggesting the ability to assist individual persons to embrace change, not just the entire 
organization.  Although organizational change is the desired outcome, individuals within 
the whole must also feel empowered and encouraged to grow into new ways of being and 
doing church.  In the survey, respondents rated statements that revolved around the 
leader’s willingness to challenge the old ways of doing things as a means of creating new 
perspectives among the people.  Leading missional transformation requires the creation 
of an environment that fosters willingness to experiment with new ideas and actions.  The 
process also calls for communication skills that evoke images and tell stories of change as 
a positive and desirable commodity from a biblical perspective.   
 Several comments from the respondents were particularly encouraging: “I believe 
this to be one of [this leader’s] strongest attributes.  He knows how to gracefully, 
positively, and confidently lead others into change.  He seems to know how to introduce 
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change and convince others of the need for it while listening to other perspectives.  The 
congregation trusts him because he is so willing to step out and try something and admit 
when it works and when it does not.  Most of the time it works.”  Another person 
commented, “Change is very important to [this leader].  He seems to view change as an 
attribute of God, although it is not a change-for-change’s-sake belief.  He seems to know 
the difference between making a change because it is God directed and making a change 
because it seems like a good idea.” 
 Leading change within a congregation is really about adapting to changes that 
have already taken place outside the congregation—in the community and culture.  Thus, 
the first challenge is to recognize the new situation and the need for change in order to 
effectively engage it.  Many congregations and leaders fail at this first point, before they 
ever get to the more difficult challenge of adapting to the new context.  Failing to 
recognize the new realities of the cultural setting causes many leaders to embark on a 
process of simply defining a preferred future that the people want, and then creating a 
strategic plan to get them there.  This is not missional leadership.  In reality, such a 
process can actually prevent a congregation from realizing the need for adaptive change. 
 Roxburgh and Romanuk distinguish between the terms change and transition, 
preferring to use change to refer to the outside forces that impact a local congregation.  
These forces are beyond their control and are happening continuously, much like the 
physical process of aging in an individual.  Transition describes the way persons respond 
emotionally to these external changes and then react to them.14  This distinction is helpful 
                                                 
14 Roxburgh and Romanuk, The Missional Leader, 160. 
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because it highlights the multiple challenges of leading missional transformation in a 
local church.  First, the leader must recognize the external changes requiring new ways of 
thinking and responding to the new cultural reality “out there.”  Next, they must develop 
the skills necessary to encourage willingness to adapt to the new situation within the 
congregation.  Then, the leader must introduce new ways of engaging the culture in 
manageable doses—that is, introducing enough change to upset the equilibrium without 
destroying the whole system.  Lastly, the leader must maintain an awareness of the 
transitions—how the people are responding emotionally to the whole process.  At times, 
there will be a need to speed up, and at others a clear indication to slow down.  These 




 This factor in the Congregation section of the survey has to do primarily with the 
leader’s knowledge and use of Scripture in the process of leading missional change.  A 
strong score in Missional Theology indicates an ability to teach the Bible in a way that 
illuminates what it means to be on mission with God in today’s world.  The leader also 
encourages daily Scripture reading by the people as part of a set of practices that will help 
form the congregation missionally.  However, this regular interaction with Scripture must 
go beyond simple devotional reading.  Congregants must be ready and willing to wrestle 
with the text, to dwell in it deeply, and to allow the text to read them—exposing their 
apathy, self-centeredness, and sin.  To do this, the leader will need to bring fresh insights 
and interpretations to familiar passages that can begin to shape the congregation in a 
missional direction. 
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 The comments from respondents were once again encouraging on this point: “He 
is exceptional at using Scripture to help the church understand its purpose.”  “This is 
what I believe to be [his] other major strength.  He is an excellent speaker and 
communicator.  He has, I believe, helped all of us through his teaching to understand 
more about what it means to be missional.”  “[This leader’s] exegesis of the Scripture 
challenges conventional thinking.  He is skillful at clearing away a lot of the assumptions 
that surround theology that have made it ineffective in a postmodern society.  These new 
paradigms have frightened some congregants and delighted others.  But in all instances, 
he has labored to be true to the original text.  He does not try to shock his listeners with 
some bizarre or esoteric interpretation of the Scripture.” 
 The focus on church growth with its emphasis on attractional programs and 
performative events—so popular in the North American church over the last forty 
years—has turned most local pastors into pragmatists.  This type of leader is almost 
totally focused on “whatever works” to fill the pews on Sunday morning.  However, 
missional transformation will require leadership that is much more theologically astute.  
The effective missional pastor must develop the multiple abilities to think theologically, 
to teach the congregation to engage with Scripture on a deeper level, and to lead them in 
doing theology in the concrete realities of their local context. Missional theology is 
always asking the question, “What is God up to?”  Missional leaders, then, will help their 
people do the interpretive work of asking that question not only of biblical texts, but also 
in their own lives, relationships, and neighborhoods.  In this way, theology becomes not 
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just an abstract exercise for academia but a vital tool for shaping a local congregation in 
new imaginations and rhythms of incarnating the life of God in today’s society. 
 
Biblical Foundations for Change 
 
 This factor is closely related to Missional Theology in that it focuses on the 
leader’s ability to root missional transformation in Scripture.  A strong score in this area 
indicates an ability to make the biblical text relevant to today’s world.  The leader knows 
how to connect the narratives of Scripture to the lives of people today, not just as an 
answer book, but also as a source of questions about what it means to be the people of 
God in a changing culture.  All societies, at every point throughout history, have dealt 
with the disequilibrium of change—it is a constant in the human condition.  A skilled 
missional leader will develop the ability to relate this common human experience to the 
familiar stories of the Bible in order to cultivate missional thinking among the people. 
 The comments from the survey respondents reflected the importance of this skill.  
“[This leader] believes the Bible is very relevant to today and the future.  He is able to 
teach the Scriptures in a way that helps people understand that it is a living tool that has 
validity today and tomorrow.  He is able to bring the Scriptures alive so they do not seem 
historically or contextually bound in the past.”  “He is accomplished in his use of 
technology to illustrate the narrative of Scripture.  His use of language and visual arts 
enhance the worship experience and are instructive in teaching a bold approach toward 
tackling the struggles of life and maintaining an honest relationship with God.  He is 
gifted in his ability to encourage and to discipline.  He does not appear to be influenced 
by the size of the church membership, but rather by the quality of an individual’s life.” 
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 A congregation going through missional transition can feel disoriented and 
insecure, unsure of what it is supposed to be and do as a church in this new paradigm.  
Many members will feel like all the familiar structures and beloved traditions are being 
abandoned for no good reason.  In fact, some are being discarded for very good reasons 
that are not yet fully understood.  In this time of adaptive change, it is important for the 
congregation to be constantly reminded that the proposed changes are rooted and 
grounded in the authority of Scripture.  Missional transformation is not a pet project of 
the current pastor; rather, it goes to the heart of God’s identity, his action in the world, 
and his interaction with his people throughout history.  It is not difficult to show this from 
the story the Bible is telling.   
In a very real sense, God’s Church does not have a mission—rather, God’s 
mission has a Church.  Jesus did not come to start the Church—he came to change the 
world.  Church is what happens when groups of people come together to join with him in 
that mission.  The effective missional leader must be able to show this from the stories of 
Scripture.  The ability to lead people into the text to discover what it means, and then out 
of the text to apply it to our missional calling in the world today—this is the important 
work of creating biblical foundations for change. 
 
Personality and Temperament 
 
      The survey results discussed in the section above refer to several instances where 
the scoring of the readiness factors was directly influenced by personality and 
temperament.  Therefore, some further attention is indicated to adequately assess the 
impact of this component on effective missional leadership.  The primary source for this 
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discussion is the Myers-Briggs Type Indicator, along with Keirsey’s book based upon it, 
Please Understand Me II.15  Only a brief explanation of the testing procedure is included.  
For more information, the reader may consult the sources cited.  Also, in the interest of 
personal leadership learning, only the author’s personality type, INTJ, is discussed in the 
section that follows. 
      The Myers-Briggs instrument sorts personalities into sixteen categories by 
arranging eight letters into various combinations, chosen from four pairs of alternatives, 
as indicated in figure 26. 
 
 
E = Extroverted Or I = Introverted 
S = Sensory Or N = Intuitive 
T = Thinking Or F = Feeling 
J = Judging Or P = Perceiving 
 




Isabel Myers further grouped the sixteen possible types into four broad categories, falling 
in line with virtually all personality theorists dating back to Plato.16  These categories are 
the SP’s (Artisans), SJ’s (Guardians), NF’s (Idealists), and NT’s (Rationals).17 
                                                 
15 Katharine C. Briggs and Isabel Briggs Myers, The Myers-Briggs Type Indicator (Palo Alto, CA: 
CPP, Inc., 1998); Keirsey, Please Understand Me II. 
 
16 Keirsey Please Understand Me II, 23. 
 
17 Ibid., 18. 
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      The INTJ is a Rational, according to Myers.  Furthermore, Keirsey describes this 
particular combination of letters as the Masterminds.18  The test results also measure 
strength of preference for each letter: slight, moderate, clear, or very clear.  The author’s 
scores indicate “clear” for I, N, and T, and “moderate” for J.  Introverted (I) describes a 
person’s orientation to the world – that is, I’s are primarily focused internally toward the 
world of thoughts and ideas.  Introverts tend to reflect first, and then act.  Intuition (N) is 
a functional capacity describing how one gets information from the world.  Intuitors are 
“Big Picture” people who rely on a sixth sense to draw impressions.  They are attracted 
by meanings, associations, and possibilities, but are bored with details.  Thinking (T) 
versus Feeling (F) does not so much have to do with emotions as how one makes 
decisions.  Thinkers rely primarily on impersonal logic, and are content to keep an 
objective distance.  They are very interested in systems and structures.  J or P describes 
attitude—what one shows the outer world.  Judgers tend to be very opinionated, and are 
always interested in closure. 
      At this point, it will be instructive to return to the readiness factors chosen for 
focus and examine the likely impact the INTJ personality has on each of them.  One 
reason conflict is not managed well by INTJs is that they tend to be arrogant—conflict 
situations are seen as an opportunity to prove their rightness and display their superior 
intellect.  They may enjoy the give and take of a good argument, but only if they can be 
certain of winning in the end.  Keirsey points out that Rationals (NT’s) can be very hard 
on themselves for errors or miscalculations, becoming quite self-condemning for the 
                                                 
18 Keirsey Please Understand Me II, 199. 
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unforgivable crime of stupidity.  However, they are equally intolerant of the criticism of 
others, considering themselves the only ones qualified to pass such judgment.19 
      Rationals draw their self-respect from being autonomous.  This means that in 
addition to distrusting others’ opinions, they devalue them as well.  It really does not 
matter even if another opinion is correct, because NT’s value only their own ideas.  
Keirsey explains, “Self-respecting Rationals want to be self-directed and self-determined, 
and their own occasional lapse into dependency is their only source of guilt.”20 
      Keirsey goes on to point out that Rationals derive their self-confidence from 
resolution—that is, the power of their will to overcome any obstacle, or conquer any 
enemy.  So, to open themselves to criticism feels very risky to NT’s.  Their worst fear is 
that they may weaken in their will power, or falter in their resolve.21  Such a disaster 
would expose them as weak and indecisive, unable to follow through with decisions, and 
thereby disqualifying them for leadership. 
           This supreme self-confidence can help the INTJ leader to earn the trust of the 
congregation, provided he does not come across as arrogant or unapproachable.  The 
people need to believe in the competence of the leader in order to trust that he is capable 
of leading them into an unknown future.  The INTJ’s belief that no one else has 
considered the situation to the degree or depth that he has does indeed strengthen his 
                                                 
19 Keirsey Please Understand Me II, 185. 
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resolve.  He is capable of standing firm in the face of resistance, and this inspires 
confidence in the people that this leader is knowledgeable and worthy of trust. 
      Regarding the cultivation of personal growth, INTJ’s can be somewhat 
handicapped—in a certain sense, people are just not very important to Rationals.  As the 
Peanuts character Charlie Brown said, “I love mankind; it’s people I can’t stand.”  
Certainly, they are not as important as the system as a whole.  Systems and structures—
these are what get Rationals excited, not the individual components within those 
structures.  Another limitation in the People area is the tendency of Rationals to spend 
huge quantities of time pondering some issue or problem internally, without ever letting 
others into their thought process.  As mentioned above, INTJ’s take satisfaction in 
knowing that no one else has thought about the issue as much as they have.  The problem 
with this is that others need time to process what the leader has already thought through, 
and the leader can grow impatient waiting for them to catch up.  It will require patience 
and consistent personal interaction to cultivate growth in the congregation in this area.  
The INTJ’s salvation is that she also loves to share what she is thinking so that others can 
marvel at her depth of insight.  
      A related Rational trait, according to Keirsey, is that INTJ leaders are not natural 
appreciators.22  Rationals know when they have done a good job, and being their own 
best evaluator, do not expect much appreciation from others.  Therefore, they are 
reluctant to acknowledge someone else’s job well done.  Everyone should just show up 
and do their job with excellence and be satisfied with their own sense of accomplishment.  
                                                 
22 Keirsey, Please Understand Me II, 328. 
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As missional thinking and practices begin to develop within a congregation, the Rational 
leader will have to work at becoming a cheerleader and giving encouragement when 
progress is made.  While this does not come naturally to an INTJ, it is critical to the 
growth of people in the midst of missional transformation. 
      The cultivation of Missional Culture is the factor that will come the most easily 
for the INTJ personality.  It falls within the Rational’s strengths of systemic thinking and 
strategic planning.  Shaping organizational culture calls for skills in painting the “big 
picture,” rather than filling in the details of the component parts.  Erwin McManus refers 
to the work of creating organizational culture as architecture.23  Interestingly, architect is 
one of Keirsey’s role varients within the category of Rationals.24  Working with 
structures, whether physical or organizational, is simply more appealing to the INTJ than 
working with people. 
      Edgar Schein makes use of architectural and structural language in his chapter on 
how leaders transmit culture.  He lists five reinforcement mechanisms which leaders can 
utilize for this task:  
1. The organization’s design and structure  
2. Organizational systems and procedures  
3. Design of physical space, facades, and buildings  
4. Stories, legends, myths, and parables about important events and people  
5. Formal statements of organizational philosophy, creeds, and charters25  
 
                                                 
23 Erwin Raphael McManus, An Unstoppable Force: Daring to Become the Church God Had in 
Mind (Loveland, CO: Group Publishing Co., 2001), 135. 
 
24 Keirsey, Please Understand Me II, 173. 
 
25 Schein, Organizational Culture and Leadership, 237. 
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Schein’s point is that leaders must monitor not just their public statements as transmitters 
of culture, but also the entire range of messages communicated through other means.  It is 
significant to note that much of this non-public—and sometimes non-verbal—
communication is second nature to an INTJ.  Because INTJ’s naturally live in the world 
of ideas and concepts and have spent significant time developing a logical rationale for 
their thinking, INTJ leaders can exert great influence over others when they share these 
thoughts publicly. 
      The INTJ leader can be limited in his ability to understand society if only because 
this readiness factor brings him annoyingly close to actual people again.  However, much 
to the INTJ’s relief, at least society means people in groups, systems, and structures, 
rather than people as individuals.  Also, understanding society allows the Rational to 
engage his thinking and research functions to understand how patterns of behavior form.  
He can also use his problem-solving skills to address solutions to society’s ills.  Also, the 
Rational’s thoughtful approach to Scripture can be useful in keeping missional 
transformation firmly rooted in the biblical text.  When other personality types begin to 
drift into more sentimental and familiar interpretations of a particular narrative, the INTJ 
leader will courageously call the group forward with fresh insight and interpretation as to 




 At a retreat in October 2010, Peak’s Church Council used another assessment tool 
that reinforced and tied together the four readiness factors discussed above.  The team 
used a spiritual gifts inventory by Alan Hirsch called APEST, which is an acronym for 
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the five-fold ministries listed in Ephesians chapter four:  apostle, prophet, evangelist, 
shepherd, and teacher.26  Although there are other gift assessment tests, and other more 
extensive listings of gifts in the New Testament, Hirsch’s contribution is the recognition 
that these five form a sort of grid for categorizing all the other gifts.  Think of them not as 
giftings resident in individuals, but rather as functions that should all be present in a local 
congregation.  In turn, all the other spiritual gifts mentioned by the Apostle Paul in 
Romans 12 or 1 Corinthians 12 contribute to one or more of these functions within a 
church.  For example, a gift of hospitality may contribute to the evangelistic or 
shepherding function in a local congregation; a gift of discernment may contribute to the 
prophetic function; gifts of mercy to the shepherding function, and so on. 
 In the same way, the leaders of a local church will function in a profile formed by 
their specific combination of the five-fold ministry gifts.  Prior to the retreat, the 
members of Peak’s leadership team all took the online assessment.  Then at the retreat, 
the results were compared and discussed to see which functions were present—or 
missing—within the Council.  The seven lay leaders nearly all fell within a profile that 
featured evangelist or shepherd as their strength.  Among the eight total leaders, the 
function of apostle was noticeably missing, though that may be attributed to a general 
lack of understanding of what this role actually looks like in a local church.  The author’s 
profile came back as TPEAS, with a score assigned to each as illustrated in Figure 26 
below.  The next several paragraphs will focus on this profile as lead pastor, and how it 
intersects with the strengths identified above in the PastorLeader 360 Survey. 
                                                 
26 Alan Hirsch, “APEST,” The Fogotten Ways: Developing Apostolic Imagination and Practice in 
Western Contexts, www.theforgottenways.org (accessed June 26, 2010). 
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Primary Gifting 1: Teaching 
 
Teacher leaders impact the community through understanding.  Their primary 
contribution to the community is their ability to reveal and communicate the wisdom of 
God.  They are philosophers, imparters of ideas and principles, and translators of 
complex ideas into simple practicalities.  However, teaching is more than merely 
communicating information—it also involves a deep concern for others’ understanding.  
The teacher’s careful explanation of a concept or truth will provide comfort, assurance, 
encouragement, and ownership, making it easier for the group to trust this person as a 
leader—understanding leads to confidence about the future, even when it is largely 
unknown.   
A teacher is the one who explains—or seeks an explanation of—the truth.  
However, the teaching leader goes beyond that to inspire others to learn and obey the 
truth of Christ’s teachings and commands.  Such a leader has a strong desire for everyone 
to understand the teachings and wisdom of God and is willing to take the time necessary 
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for people to gain this understanding for themselves.  Teachers exercise discernment to 
determine the ability of their audience to comprehend and then they start from there. 
The teacher leader focuses on the integration of truth into the personal and social 
interactions of the community.  He seeks to influence others by clarifying the mind and 
will of God so people gain wisdom and understanding.  He or she also functions as a 
systematizer, seeking to organize various cognitive and practical aspects of the whole 
into a cohesive, functioning unit.  Teaching leadership articulates this innate grasp of 
organization and structure to others for the fulfillment of a desired task.  With this type of 
understanding and focus, the teacher leader advances a cause through clear and simple 
communication.   
 
Primary Gifting 2: Prophetic 
 
The Prophetic leader impacts communities through the integration of truth and 
practice—of spiritual reality and immediate need.  This type of leader influences others 
by telling the truth, and is not afraid of speaking in ways that conflict with the accepted 
ways of thinking and practice.  He or she is also a questioner, freely disturbing the status 
quo and challenging both individuals and the community to move in a different direction. 
He may also probe individual or group awareness to elicit further questioning, all for the 
purpose of gaining clarity on the issue of what it is that God is calling us to do.   
The prophet is quite willing to stir things up—to agitate for the sake of positive 
change.  Prophets are oriented toward the future, and are comfortable dismantling the 
present for the sake of moving toward a desired future.  The prophet always views God as 
standing in that future, calling his people into it—never standing in the past, calling his 
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people back to some idealized memory of a former time or circumstance.  The prophet 
possesses an innate sense of knowing the mind of God on issues concerning growth and 
transformation.  The prophet’s passion is to discern the message of God’s truth, and then 
to inspire an authentic response to that truth.   
The unique contribution of prophetic leadership is the ability to discern the 
spiritual realities in a given situation or community, and then communicate the elements 
of these spiritual realities in a timely and appropriate way.  A prophetic leader’s main 
concern is to further the mission of God’s people and communities.  As a leader, he or 
she is confident that changes made today are needed to progress into the future.  Prophets 
have great faith in what they believe.  When explained to others, their precise knowledge 
of what God is calling the people to do will encourage and assure even those who 
naturally question.  This encouragement and assurance leads others to respond with 
confidence, faithfulness, and obedience.   
 
The Teacher Prophet 
 
The Teacher Prophet has a deep understanding of what God is calling his people 
to.  The TP is motivated to pursue the great ideas of Christianity and to explain how 
God’s truth calls for and informs the involvement of the people.  The TP has a dynamic 
understanding of truth and an urgency to respond to the implications of that truth.  The 
Teacher Prophet is highly motivated to meet the needs of the kingdom—this is the 
prophetic part of the profile.  However, this leader also possesses a deep comprehension 
of the reasons for supporting it and is skillful at communicating those reasons to the 
larger community—this is the teaching piece of the profile. 
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This combination can be a powerful and effective profile when it comes to 
leading missional transformation.  The prophetic gifting provides keen insight into the 
missional question of what God is up to among a particular people at a particular place 
and time.  The prophetic leader possesses unusual personal courage to stand firm in the 
face of opposition or resistance.  The prophet also brings a sense of passion and urgency 
to the leadership task, and is capable of stirring up the people with powerful images, 
stories, and metaphors.  To this insight, courage, and passion the teaching gift adds clear 
communication so that the people fully understand the reasons for the new direction.  
With patience and wisdom, the teacher begins where the people are and leads them into 
new understanding and commitment.  Without the teaching component, the prophetic 
leader could find it difficult to cultivate trust among the people.  The prophet’s sense of 
passion and urgency can feel intimidating to those who do not understand it: his or her 
fiery form of communication can threaten to blow the whole project up before it gets 
started.  However, the calming influence of the teaching function tempers the prophetic 
and makes it more accessible to the people.  When these two come together in one leader, 





 These three tools—the PastorLeader 360 Survey, the Myers-Briggs Temperament 
Analysis, and the APEST Gift Assessment—have contributed significant understanding 
to the leadership challenges of missional transformation.  Equally significant has been the 
experience of simply walking through this process with a local congregation.  Almost 
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inevitably, a leader will grow in his/her capacity and competence for leading missional 
change just by doing it.   
The background understandings gleaned from the tools cited in this chapter—as 
well as from reading, thinking, and reflecting on the whole process—have undoubtedly 
enhanced the development of the leadership skills required to cultivate a new missional 
imagination at Peak Community Church.  The congregation is indeed changing its self-
understanding from a people set apart from the world to a people set apart for the world.  
The next chapter will describe the results of this new thinking—a unique idea for a new 
facility for Peak. 
 
















 Over the last five years, Peak Community Church has changed significantly.  
While it still holds worship services on Sunday mornings—recognizable and typical of 
most other churches in North America—its ministries are now largely focused on 
engaging and serving the community outside the church facility.  A nearly 60 percent 
turnover in constituency has transformed the church demographically—it is a much 
younger congregation now.  Much of the influx of the younger generation is attributable 
to the new emphasis on incarnational ministry being encouraged both from the pulpit and 
by the work of the Missional Action Team.  These young people want to make a positive 





 As documented earlier, Peak has formed two ministry partnerships in the 
community that have led to long-term relationships and a deeper level of involvement—
two of the original goals laid out by the MAT.  These partnerships are the Matthews 
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House and Harris Bilingual School.  Both are now a part of Peak’s missions budget, and 
both provide regular opportunities for Peak members to serve in the community through 
mentoring, tutoring, volunteering at events, providing meals, and even hosting youth in 
their homes.  These kinds of involvement have helped to expand the congregation’s 
understanding of ministry—that it goes beyond traditional church programs and events 
held in the church building primarily for the benefit of the members themselves.  
Ministry now includes a wide variety of activities conducted “out there” among people 
who would never have been attracted to the more traditional kinds of church 
programming.  In fact, most of the people being engaged through these new ministry 
activities still have not attended any of Peak’s regular services.  However, the church is 
learning to gauge success in ways that go beyond the old church growth measurements of 
worship attendance and budgets. 
 In the book Churches That Make a Difference, a whole chapter is dedicated to the 
subject of Ministry Partnerships.1  Here the writers point out some sound theological 
reasons why churches should partner with other organizations to provide holistic ministry 
in the community.  These are points of intersection between the gospel and the culture—
places where the trialogue between church, gospel, and culture can come alive.  First, 
such partnerships can serve to remind Christians that the church is not the only arena of 
God’s work in a community.  Churches do not have a corner on the market of God’s 
activity on earth.  God really does show up in some ungodly places—or at least unlikely 
                                                 
      1 Ronald J. Sider, Philip N. Olson, and Heidi Rolland Unruh, Churches That Make a Difference: 
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places.  Working in isolation can blind a church to how its efforts fit into God’s bigger 
plan for the whole community.  Peak members are learning that these places may not be 
as ungodly as first thought.   
Second, healthy communities require a variety of diverse institutions, all of which 
serve a purpose in God’s dream of the kingdom.  Government, businesses, banks, 
hospitals, schools, and other non-profit organizations can each make significant 
contributions to God’s intended shalom.  Churches have something to offer as well, of 
course—sometimes God “shows up” there, too.  However, churches cannot expect to be 
the sole provider of the material for building the kingdom of God.   
Third, through partnerships, churches can model and live out the Christ-like 
quality of servanthood in their communities.  Jesus said he came to serve, not to be 
served.  For his followers, this was perhaps one of the most difficult aspects of his 
kingdom for them to understand.  It seems it still is.  The church in North America has 
more of the spirit of Peter than Jesus—drawing swords to defend God from his enemies, 
refusing to be humbled by allowing the Lord to wash our dirty feet, and wanting to call 
down fire from heaven to consume anyone who rejects our message of love.  Humbly 
partnering with other agencies in the community can help to break down some of these 
unbecoming and un-Christlike attitudes.  Indeed, this has begun to happen at Peak. 
One of the pleasant surprises that has emerged through these ministry partnerships 
is the apparent openness of many persons in the community to spiritual conversation.  
The simple act of serving with no strings attached breaks down walls of hostility or 
antagonism, if such barriers ever even existed.  The church has believed they did because 
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so many in the surrounding culture seem uninterested in what is going on inside its 
buildings.  However, Peak’s involvement with the Matthews House youth and the 
families at Harris School has begun to open opportunities for conversation about spiritual 
things that had never been available before.  Although much of the conversation is about 
what might be called generic spirituality, it still involves matters of ultimate significance.  
Further, at no time have the church volunteers reported antagonism or hostility—or even 
indifference—toward the subject of spirituality. 
      The attitude among many traditional Christians toward this phenomenon of 
generic spirituality has been defensiveness, or even aggression. Certainly those feelings 
have been present at Peak in the past.  It is as if Christians are mad because Oprah has 
stolen God from the church, and we are like the people of Israel who organize a raid on 
the Philistines to go get him and bring him back inside the temple where he belongs.  
 Many conservative Evangelicals seem better equipped to deal with hardened 
sinners—those who are far from God and like it that way—than with post-modern Gen-
Xers who assume they already have a relationship with God.  The church in North 
America does not know what to do with such an attitude.  Peak’s involvement in the 
community has left the distinct impression that we are now living in a culture that is very 
interested in knowing God—it just no longer believes he can be found in the Church.  
Thus, Peak is learning to go out into the community and join the conversation.       
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In his book The Weight of Glory, C. S. Lewis writes about the echoes or 
premonitions of the gospel that can be found in almost every culture in every age.2  These 
ancient stories and myths are a dim reflection of the central theme of the cosmic story—
the theme of incarnation, death, and resurrection—but they are fuzzy and indistinct, like 
viewing a landscape through a thick mist.  Vague shapes are visible, but the colors and 
details are washed out.  On the other hand, Jesus is concrete.  He is the eternal Word 
made flesh.  This contrast, continues Lewis, is apparent not only when comparing 
Christianity to the pagan myths, but is also visible within the faith itself.  The myths and 
legends of the Old Testament gradually condense and become focused, until we reach the 
accounts of Jesus of Nazareth, and poetry dissolves into actual history.  This, says Lewis, 
explains why the New Testament seems almost mundane compared with the dramatic 
symbolism and poetry of the Old Testament.  Mark’s gospel is a great example.  It reads 
almost like a dry news report; this happened, then this, next this, and so on.  There is little 
commentary or explanation.  His focused purpose is simply to show us Jesus. 
      This could be a model for the church’s task of engaging a generically spiritual 
culture with the gospel.  Our calling is to show Jesus in vivid detail to a vaguely spiritual 
world.  However, in order to do that, perhaps Christians will need to repent of their over-
dependence on words and relearn how to incarnate the living Christ in their communities.  
This assignment will sound suspect and intimidating to many modern Evangelicals, who 
have come to understand the gospel primarily as a set of propositional statements to 
which one must give assent.  Evangelism has come to be understood as an exercise in 
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verbal technique, where the “winner” is the one who can present the most persuasive 
argument.  This required shift brings to mind the familiar quote attributed to Francis of 
Assisi: “Preach the gospel at all times, and when necessary use words.”  
      The Church in North America simply must learn to re-enter the culture with 
something more than just a verbal presentation of the gospel, however well worded.  
Christ’s followers must embody the gospel—not just tell it.  This will require a robust 
theology of incarnation.  The Church must become convinced again that, just as Christ is 
already present in the culture, he is also incarnated in us.  Among Evangelicals, a strong 
sense of false humility makes this awareness difficult, but it is critical to establishing this 
additional point of intersection between gospel, church, and culture. 
 While Peak has been learning this new form of incarnational ministry outside the 
walls of its building, a new attitude of openness and hospitality has also been developing 
regarding use of the facility itself.  Several outside groups are being welcomed to use 
Peak’s building at no charge on a regular basis.  A chapter of Alcoholics Anonymous was 
started about three years ago by a woman who was on Peak’s Council at the time.  The 
group continues to meet regularly in the building every Thursday night.  Peak’s worship 
team rehearses at the same time, and several friendships have formed between members 
of the two groups.  Two community members use the building to teach piano lessons 
each week.  A homeschooling support group that involves two Peak families uses the 
facility several times a year for science fairs, art shows, and concerts.  A small local 
publishing company located in a house next door to the church building used the 
fellowship hall recently to host a release party for their new children’s book, Artsy 
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Fartsy.3  The Rocky Mountain Chamber Singers, a local a cappella group, now holds 
their weekly rehearsals at Peak on Sunday evenings.  They come in right on the heels of 
The Town Church, a new church plant that is using the building on Sunday afternoons at 
four o’clock.  The Matthews House now regularly uses the facility for volunteer training 
sessions and any other event that its small facility cannot accommodate. 
 Another new community partnership now in the planning stages is Interfaith 
Hospitality Network, or IHN.4  Peak has entered into serious conversation with this 
organization that provides temporary housing to homeless families in church facilities.  
IHN recruits churches, synagogues, temples, and other faith organizations to serve in 
rotation to provide housing and an evening meal for up to four homeless families for one 
week each quarter.  Only families with children are eligible for the service, and the 
applicants are screened for drug use, criminal record, and mental health issues.  The 
organization provides job training and education opportunities at their center during the 
day, while the churches provide sleeping space for each family, an evening meal, 
friendship, and supervision each night.  IHN is eager to launch the ministry in Fort 
Collins to meet the needs of a growing homeless population; it is in the process of 
recruiting an adequate number of churches, as well as securing space for the day center.  
When presented with the possibility of a partnership, Peak’s Church Council was eager to 
get involved.  The idea was met with widespread support when presented to the whole 
congregation as well.  This is largely due to the new attitude of servanthood and 
                                                 
3 Karla Oceanak and Kendra Spanjer, Artsy Fartsy (Fort Collins, CO: Bailiwick Press, 2009). 
 
4 See www.familypromise.org for more information.  
 
 
  142 
community involvement that has been cultivated at Peak over the last three years.  A new 
missional imagination has taken hold and is changing even the attitudes of ownership and 
exclusive use formerly attached to the church building itself. 
 
A Big Idea 
 
 Peak Community Church has been in its present location for over thirty-five 
years.  The building was purchased from Trinity Lutheran Church in 1974 when that 
congregation moved into new facilities.  Just prior to the move, Peak also purchased eight 
acres of land on the south side of town for the purpose of future relocation.  Thus, the 
current building was intended to be a temporary home—a two-year interim while 
financing could be arranged for construction of a new facility on the south side property.  
Several attempts have been made over the years to complete the move but have been 
tabled for various reasons.  What was intended to be a brief stay has stretched into nearly 
four decades of disappointment and delay—Peak’s very own forty years of wandering in 
the wilderness. 
 While the membership of Peak has changed considerably over the years, there are 
still a few leaders present who remember the original plan and want to complete the 
move.  The present facility dates from the 1920s and is showing its age in the form of a 
growing list of deferred maintenance.  The building also is quite limiting from a ministry 
perspective, proving Winston Churchill’s adage that we first shape our buildings; then 
they shape us.5  Peak’s imagination for ministry has been limited by the notions of what 
                                                 
5 Winston Churchill, “We Shape Our Buildings” (lecture, House of Commons, London, England, 
October 28, 1943), www.winstonchurchill.org/learn/speeches/quotations (accessed November 4, 2010). 
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sort of activities would fit within the building.  Therefore, for those leaders with a passion 
for expanded ministry, the dream of a new facility has remained strong.   
However, there are now new mitigating circumstances that have once again 
caused hesitation regarding the original plan of relocating to the property on the south 
side of town.  First, with all its maintenance issues and space limitations, the current 
building’s location remains desirable, with its close proximity to both the CSU campus 
and trendy Old Town Fort Collins.  Indeed, many of the younger members enjoy walking 
or biking to Sunday morning services, and cite the location as a significant factor in their 
initial decision to visit Peak.  The congregation has established an identity as part of Old 
Town that would be difficult to give up, and many of the new ministries are geared 
toward the church’s immediate neighborhood—not the least of which are the two 
strategic partnerships with the Matthews House and Harris School.   
Second, Peak’s new emphasis on missional engagement with the culture has 
caused some to wonder about the importance of a new facility at all—no matter the 
location.  These more radical members reason that if the focus is on ministry outside the 
walls of the building then it should not matter where the church gathers or how limiting 
the facility is.  While this new thinking is to be applauded—these folks have been 
listening and are now demonstrating a new way of thinking about ministry—it has caused 
a dilemma for the current Church Council.  Peak’s long delayed plan for relocation is 
once again being questioned, but now for a new set of reasons—reasons the church 
leadership themselves have inadvertently raised through the process of cultivating a new 
missional imagination among the people. 
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This relocation stagnation has persisted over the past couple of years, even as the 
church has continued to move forward in missional transition.  However, April 2010 
brought something quite unexpected that set the Council thinking in an entirely new 
direction.  At the regular meeting of the Matthews House board of directors, on which the 
author sits, the agenda called for discussion of a proposed capital campaign to raise funds 
for an addition to the house.  Instead, the Executive Director, Jerri Howe, asked that we 
table that proposal in light of a new idea she wished to share.  The conversation that 
followed has set Peak Community Church on an exciting path that will involve a 
significant expansion of the partnership between the church and the Matthews House, 
including a new shared facility.  What follows is an account of the steps taken so far, and 
plans for the completion of this innovative initiative in missional community 
engagement. 
 
History and Background 
 
 Larimer County Department of Human Services is in the process of revising its 
method of case management.  It has been operating for years under the old investigative 
model, common among child welfare agencies for decades, but which is now being 
recognized as ineffective and inefficient from a cost perspective.  This model is incident 
based and adversarial—that is, an incident of child endangerment or abuse sets the 
process in motion, frequently resulting in the immediate removal of the endangered 
children from the home.  It tends to isolate families in crisis and deal with them in a 
paternalistic fashion, dictating to families what they must do to regain custody of their 
children.  While this model will always be valid in some extreme cases, the need is now 
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being recognized for a new approach to more benign cases of neglect and inadequate 
care.  This new model is being referred to as Differential Response, and is being used 
with great success in Minnesota and Ohio in particular, as well as several other states. 
 Differential Response (DR) approaches each case on a more individual basis and 
differentiates the response based on the situation—thus the name.  It still seeks to provide 
for the safety of the child, but is more willing to respect differences within each situation.  
DR sees the role of the agency as a partnership with families—rather than adversarial and 
paternalistic—but also with other community resources that can come alongside families 
in crisis.  Differential Response is child centered, family oriented, and community based. 









 During 2009, Larimer County Department of Human Services (DHS) obtained a 
grant to fund their investigation into the new model.  Tim Walsh was contracted to direct 
the investigation, and a county wide group of stakeholders was convened to oversee the 
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transition.  This group—called the Family Consumer Council (FCC), and now numbering 
near fifty persons—consists of representatives from various nonprofit organizations and 
social service agencies.  A diagram of its structure appears below in figure 28.  Note the 
involvement of both the Faith-Based Community and the Matthews House Community 
Life Center.  The FCC seeks to engage the whole Larimer County community to 
recognize and accept responsibility for the safety and well-being of children, families and 
individuals through the establishment of community life centers.  Jerri Howe, Executive 
Director of the Matthews House, was asked to co-chair the group along with Cindy 
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 In early April 2010, the FCC sent an investigative team of eight persons to 
Columbus, Ohio, to tour a group of community centers known as Settlement Houses.  
The Columbus Federation of Settlement Houses is a coalition of seven neighborhood-
based community centers working together as one 501(c)(3) charitable nonprofit 
corporation.  This unique collaboration serves as a national model for helping individuals 
and groups build upon their strengths and effectively use resources to build community 
and help all residents achieve their potential.  In short, it is working quite successfully as 
a delivery vehicle of the Differential Response model of social services.    
 The settlement house movement started as a reformist social initiative, beginning 
in the 1880s and peaking around the 1920s in England and the United States.  The 
movement started in London with a goal of bringing the rich and poor in society together 
to live more closely in an interdependent community.  Its main outcome was the 
establishment of “settlement houses” in poor urban areas, in which volunteer middle-
class “settlement workers” would live, hoping to share knowledge and culture with—and 
alleviate the poverty of—their low-income neighbors.  These houses often offered food, 
shelter, and basic needs; they also offered higher education.  Each of these needs was met 
by virtue of charity on the part of wealthy donors, the residents of the city, and (for 
education) scholars who volunteered their time.   
Today, settlements are still community-focused organizations, providing a range 
of services including early childhood education, youth behavioral intervention, senior 
programs, and specialized programs for young people who have aged out of the foster 
care system.  Since they are usually staffed by professional employees and students, they 
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no longer require that employees live alongside those they serve.  The movement gave 
rise to many social policy initiatives and innovative ways of working to improve the 
conditions of the most excluded members of society.  The settlement movement in 
general—and settlement houses in particular—have been a foundation for social work 
practice in this country.  
What Jerri Howe saw on the trip to Columbus was a fulfillment of her original 
vision for the Matthews House.  In fact, she reported hearing from several other members 
of the Ohio investigation team that the settlement houses are doing exactly what the 
Matthews House does, albeit for a wider age group.  Jerri’s original dream was to create a 
facility much like the settlement houses in Columbus, providing a wide range of services 
to whole families.  The Matthews House quickly became focused on youth age sixteen to 
twenty-one simply because that is where the need was the greatest in Larimer County five 
years ago.  However, now the larger social service community is recognizing the need for 
just such a facility—perhaps several—to help intercede at an earlier age and thereby 
prevent so many youth from needing the services of an agency such as the Matthews 
House. 
In April 2010, the Matthews House board of directors convened its regularly 
scheduled meeting just after the group from the Family Consumer Council had returned 
from Ohio where they toured the settlement houses.  Ms. Howe asked that the board table 
its scheduled discussion of an addition to the Matthews House because a new idea was 
emerging through her work with the FCC.  She shared her dream of establishing a new 
program—a community life center—in a new facility separate from the current house 
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where youth services are provided.  This center would provide tutoring and homework 
help, after school and summer programs, youth recreation and sports, early childhood 
education, mentoring for children and families, parenting support and education, family 
counseling services, and resource navigation assistance.  The idea was similar to what the 
group had observed in Ohio the previous week, but also coincided with the dream she had 
been carrying for five years.  Now it was being championed by the whole social service 
community in Larimer County. 
As Jerri shared the idea that morning, a thought occurred to the author: “Could 
such a facility also accommodate a church?”  The question was actually raised several 
years prior by Reggie McNeal when he was addressing the North American Convention 
of the Church of God—the same talk used at a Peak Council retreat to introduce the 
concepts of missional church.6  His question was, “Why aren’t churches building 
facilities for the community, instead of just for themselves?  Churches really only need 
the space on Sunday morning—it could be made available to the community for a variety 
of other activities throughout the week.”  Jerri’s description of a Matthews House 
Community Life Center brought that question immediately to mind, and an idea quickly 
formed of how Peak might be able to partner in the new facility.  It is now apparent that 
the concept had been incubating for several years, and the present conversation brought it 
to the surface.  
Jerry Kennell, the Matthews House board chair, then went around the room and 
asked each member to respond to the new proposal.  I cautiously shared the idea of a 
                                                 
6 See chapter 2 above. 
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partnership in a facility, adding that in no way would Peak want to poison the idea by 
involving a church in it: “The congregation, though not large in numbers, does have some 
resources in the form of facilities and property worth approximately two million dollars.  
And the Church Council happens to be currently in the process of evaluating the 
advisability and feasibility of relocating.  This idea fits perfectly with Peak’s new focus 
on missional engagement with the culture and partnering with the community.”  Thus, the 
idea was on the table.   
At the meeting, Jerri Howe also expressed interest in visiting another model 
settlement house she had learned of through her contacts on the Family Consumer 
Council.  Located in Louisville, Kentucky, the Cabbage Patch House is named after a 
particular section of Old Louisville.  It is said that the poor immigrant families who lived 
there around the turn of the twentieth century raised cabbage to supplement their income.  
The Patch, as the house is commonly known, celebrated one hundred years of continuous 
operation in 2009.7  It is a nonprofit Christian organization that exists to empower 
families and children to be self-sufficient by helping them maximize their spiritual, 
social, emotional, physical, moral, economic, and educational potential.  As such, it 
would be a good model for the new type of program the Matthews House is now 
considering.  The board agreed to send Jerri Howe, development director Joyce Dickens, 
and the author for an investigative visit, which was completed in June 2010. 
The Cabbage Patch is indeed an impressive example of effective community 
engagement.  Operating in forty thousand square feet of space, the program is divided 
                                                 
7 For more information, visit www.cabbagepatch.org. 
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into three main areas.  The Recreation/Youth Development Program is the hook—this is 
what draws neighborhood kids into the Patch.  Offering year-round after school and 
summer activities, the program teaches at-risk children skills such as teamwork, 
commitment, discipline, sportsmanship, and respect.  Relationships with staff and 
volunteers are the key to success.  Ultimately, the children and youth gain self-respect 
and confidence while experiencing what it means to be winners in life.  Programs in this 
department include arts and crafts, music, drama, dance, outdoor recreation, camping, 
sports, leadership development, hobbies, clubs, and special events and trips.   
The Educational Opportunities Program is divided into two major components: 
school age programs and the College Scholars program.  Elementary, middle, and high 
school programs include tutoring, homework help, computer lab, and an emphasis on 
reading and math readiness.  The College Scholars program includes preparatory 
activities as well as financial aid and counseling support to capable, motivated youth who 
desire a higher education but are limited by family hardships. 
The Counseling and Family Services Program provides individual and family 
behavioral counseling and support groups, as well as life and social skills development 
classes that teach youth how to make positive choices.  Emergency assistance is offered 
to low-income families, but a strong emphasis is placed on helping families break the 
cycle of poverty through commitment to intensive, long-term case management.  All of 
these services are offered free to any family whose children are enrolled in the Recreation 
Program. 
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Following the trip to Kentucky, two reporting meetings were scheduled during 
July: one with the Matthews House board, and the other with the Peak Church Council.  
The spirited conversation at both meetings sparked a dream of an expanded partnership 
between the two organizations.  The unique idea would culminate in a shared facility that 
could accommodate both Peak Community Church and the new Matthews House 
Community Life Center, which will offer a comprehensive program modeled after the 




A Partnership Committee has now been formed consisting of two members from 
each board plus the two senior executives of each organization.  This group’s assignment 
is threefold: to explore possible models for an organizational structure that would oversee 
a shared facility, to begin preliminary work on a facility needs assessment, and to begin 
an initial property search.  Regarding the first task, the committee is considering the 
formation of a third 501(c)(3) corporation.  It will have two members: Peak Community 
Church, and the Matthews House.  The sole purpose of the corporation will be to own 
and manage a facility that will be shared by the two members.  The committee has 
collected bylaws from two situations functioning with just such a cooperative 
arrangement.  One is a joint venture between the city of Fort Collins and a private 
nonprofit organization to build the new Discovery Science Museum.  Peak’s board chair, 
Ron Kechter, is the project manager overseeing the construction for the city of Fort 
Collins, so he is quite familiar with the arrangement.  Also, as a project manager, Ron is 
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familiar with the process of assessing facility needs and is leading the group through that 
procedure. 
Eventually, the committee will create a Memorandum of Understanding 
addressing the way the two organizations relate to one another in the partnership 
arrangement.  The MOU will need to include components covering such items as makeup 
of the board of directors for the new entity; property management and security; property 
and liability insurance; separate payrolls, benefits, and worker’s compensation; and 
procurement of any necessary licenses such as daycare and therapeutic services.  Also, 
proper legal wording will be needed to protect the equity investment of each organization 
should the partnership ever dissolve.  Programming will continue separately for the two 
organizations, with the obvious need for a scheduling coordinator to oversee the use of 
the building.  The hope is that Peak members will become much more involved as 
volunteers in the various Matthews House programs since much of the activity will now 
take place in the familiar setting of Peak’s own facility. 
The idea of a shared facility is unique, and it will not be without its challenges.  In 
some ways, the arrangement will be an easier adjustment for Peak.  The Matthews House 
will have to convince its donors that they are not contributing to a church—the very thing 
that caused some hesitation about presenting the idea in the first place.  However, Peak 
members will also have to relinquish the traditional church concept of exclusive 
ownership of a dedicated, sacred space.  The leadership challenge will be to show—
historically and theologically—that such traditional arrangements have not necessarily 
advanced the cause of Christ in western culture.  In fact, much like Churchill noted, it is 
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likely that church buildings—and the structures of congregational life that have grown up 
around them—have contributed to the passive, consumerist forms of ministry that 
dominate Christianity in North America.  Alan Hirsch makes the case that the very shape 
of church buildings insures that 90 percent of the people who attend worship services are 
passive consumers of the religious goods and services provided by professionals in a 
highly programmed presentation.8  Sharing a facility with an organization that is more 
focused on serving the community—as opposed to serving only the members of the 
organization—will be a step in the right direction.  Perhaps the arrangement can move 
Peak further away from the traditional Christendom concept of church as a building and 
toward true incarnational ministry. 
The idea of a shared facility is also attracting some positive attention in the wider 
community.  Jim Drendel is the Larimer County Department of Human Services division 
manager for children, youth, and families.  His office is a major stakeholder in the 
proposed transition to a Differential Response model of child welfare case management.  
A self-described “burned out Catholic,” Jim nevertheless enthusiastically endorses the 
involvement of the faith community in the new paradigm: “What we observed in 
Columbus at the settlement houses is the first time I’ve seen real evidence that case 
workers can work with families in a cooperative approach and have great outcomes.  But 
we cannot do this without the churches.”  Larimer County Commissioner Cathay Rennels 
is also an enthusiastic supporter of the shared facility concept.  She has attended two of 
                                                 
8 Alan Hirsch, The Forgotten Ways (Grand Rapids, MI: Brazos Press, 2006), 110. 
 
 
  155 
the exploratory meetings and will be a valuable ally when it comes to property 




The proposal will be shared with Peak’s membership at a meeting in January 
2011.  The Church Council is confident that the constituency as it now exists—after a 60 
percent turnover in the last five years—will support the idea.  The feeling is that enough 
groundwork has now been laid that the congregation will recognize and welcome this 
opportunity for deepening Peak’s long-term missional engagement in the community.  
Several more conversations about the project will be held throughout 2011.  Eventually, 
some congregational action will be necessary—chiefly, the approval to liquidate current 
assets and procure a new piece of property suitable for the proposed facility.   
In the meantime, Peak will continue its journey in missional transformation.  
Moving into a shared facility with the Matthews House will not be the end of this 
journey, though the concept is definitely a product of the new imagination now present in 
the church.  The formation of a deeper, long-term relationship with a community partner 
was one of the original goals of the Missional Action Team, and this idea certainly meets 
that criterion.  Three years ago, Peak could not have entertained such a radical ministry 
model—the congregation did not have an adequate theology for the design and use of its 
building.  The thought of sharing space with another organization would have been too 
great a departure from traditional forms of church life.  However, the congregation is 
beginning to embrace the idea that church is a “people who…”—not a “place where…”  
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Conventional thinking about church in Western cultural contexts is usually tied to 
the notion of a place where certain kinds of activities take place.  The new missional 
imagination taking root at Peak is beginning to think of church as a people who are the 
image-bearers of God in this world—the ones who incarnate his presence and life in the 
places where they live and work.  Indeed, the people of Peak Community Church will 
continue to gather for worship and instruction in the Word, and they will need a place to 
facilitate those gatherings.  However, the congregation is no longer thinking of the 
gatherings as the primary locus of God’s activity in this community.  He is “showing up” 
in some unexpected places, and the church is learning to join him there and participate in 
his redemptive action in the world.   
More action will be needed to continue the transformation process that has begun 
at Peak.  An introduction to missional church concepts is being developed for use with 
new persons coming into the church.  A missional form of discipleship must be 
implemented along the lines of that presented by Alan and Debra Hirsch in their book 
Untamed.9  The leadership challenge is how to make this process intentional yet informal.  
The old pattern of twelve-week discipleship classes—with propositional doctrinal 
statements and Scripture memorization—will not suffice to form missional disciples in 
today’s world.  A return to the much older ways of spiritual formation will be needed—
closer to the apprenticeship model of the arts or trades.  Also, Peak members will need 
more encouragement and instruction in the simple ways of hospitality.  The practice of 
Christianity in the twenty-first century must be relocated back to the home and the 
                                                 
9 Alan and Debra Hirsch, Untamed: Reactivating a Missional Form of Discipleship (Grand 
Rapids, MI: Baker Books, 2010). 
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neighborhood and out of the buildings to which it has been assigned for the last several 
centuries.  The hope is that the new shared facility arrangement will help reinforce this 
needed relocation.         
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SUMMARY AND CONCLUSION 
 
 
 Peak Community Church has changed.  Over the last five years, the congregation 
has indeed learned to express its life as a community set apart for the world, rather than 
from the world.  The challenge of leading this transformation has been exhilarating and 
rewarding, but also tedious and frustrating at times.  Frequently, it has been easy to lose 
sight of the progress being made.  The discipline of documenting the process for this 
paper has helped bring clarity and encouragement in the awareness of how much the 
congregation has moved from its previous posture of withdrawal from the culture.  The 
work of the Missional Action Team has effected some dramatic changes in the way Peak 
understands itself and its vocation.  This transformation has brought the congregation to 
the point of a bold new partnership with the Matthews House that will result in 
significant ministry to the whole community of Fort Collins. 
 Perhaps even more dramatic have been the changes within myself.  When the 
program began in January 2004, I was vaguely aware of the changes taking place in our 
culture with the shift from modern to postmodern thinking.  Though not understanding it 
well—within the Evangelical church bubble such shifts are easy to ignore or disdain—
there was a growing uneasiness regarding the church’s ability to speak to this new 
worldview.  This apprehension was related to notions of relevance and communication, 
namely, how the church would communicate the timeless Gospel story to a generation 
with no Christian memory.   
One of the most significant internal adjustments has been a new understanding 
that the gospel is not timeless—not in the sense of being static and unchanging.  Rather, 
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the gospel of the kingdom is always timely, and seeks to incarnate the good news of 
God’s reign into the particularity of a time and place in ways that are deeply meaningful 
to that situation.  Therefore, the gospel of the kingdom—though always rooted in Jesus’ 
death and resurrection—must be communicated and lived out uniquely in various cultural 
situations.  For example, the reign of God will mean something different to an African 
AIDS orphan than it will to a computer programmer living in Fort Collins, Colorado.  
Good incarnational theology must do the interpretive work to discover what God is up to 
in each situation.  
Another major internal shift has been the growing realization that Jesus did not 
come to start the church—he came to save the world.  Jesus never said, “If you build it 
[the church], they will come.”  Rather, he said, “Go into all the world and preach the 
good news to all creation” (Mark 16:15).  This paper will now conclude with some 
reflection on this distinction between coming and going—one of the foundations of what 
it means to be God’s missional people in the world. 
      The Gospel of Luke, chapter ten, records the sending out of the seventy-two.  In 
this commissioning, the church is not the focus of the assignment—nor even the subject 
of the sentence.  The seventy-two are never told to go and gather people into little 
communities of faith.  Rather, they are instructed to demonstrate the Kingdom to the 
world.  The focus of the gospel is the Kingdom of God, and the context of this 
assignment is the culture.  The church, in turn, forms naturally as a by-product of the 
work of preaching the gospel of the Kingdom.  Community is what happens as Christ-
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followers go about the business of engaging the culture with the good news of God’s 
reign.  Fellowship grows out of mission.1 
      Most Christians understand the concept of selflessness as central to the life of 
faith.  Jesus said, “If anyone would come after me, he must deny himself and take up his 
cross and follow me.  For whoever wants to save his life will lose it, but whoever loses 
his life for me will find it” (Mt 16:24).  True followers of Christ understand that it is not 
about them.  However, many have failed to grasp that it is not about the church, either.  
Most North American churches and pastors are still trying to figure out how to do church 
better.  The underlying assumption seems to be that if better churches could be built, 
more people would come to them.  Then the church could move back from exile into a 
more central position in the culture.  The new missional imagination is waking up to the 
realization that the church, along with individual Christians, is also being called to die to 
self for the sake of the gospel.  The church does not have the luxury of pursuing its own 
identity apart from the world’s fate.  The only purpose for the church’s survival is for the 
sake of the world.  How different this sounds from the popular eschatologies of today 
with their teaching that only the church will survive, and the rest of the world is destined 
for cataclysmic destruction.   
      Many are now embracing the idea that the church is intended by God to be a sort 
of demonstration plot—a picture of what God wants to do in the rest of the world.  In this 
scenario, the church is merely a vehicle for bringing the reign of God to the world.  
                                                 
1 This is precisely the point Alan Hirsch is making in The Forgotten Ways in the chapter titled 
Communitas, Not Community (page 217).  He uses the Latin word communitas to distinguish it from the 
pale, bland forms of community experienced in most churches.  Communitas requires some kind of ordeal 
and danger, not artificial environments, and mission is its organizing principle. 
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Dallas Willard makes this point by distinguishing between the treasure and the vessel that 
contains it: the treasure is the Kingdom of God—and the outward trappings of church life 
are just the vessels containing it.2  The dominant pattern in the history of the church has 
been the gradual overshadowing of the treasure by the vessels.  Willard identifies this 
tendency as a “primary satanic strategy in defeating the cause of Christ on earth.”3  It 
would be a further mistake, however, to assume that the church is the only vessel—or 
arena—of God’s activity on earth.  As Alan Roxburgh is fond of saying, “God shows up 
in the most God-forsaken places—sometimes even the church!” 
      Just as God is supremely interested in personal transformation in the lives of 
individuals, so he is also interested in the transformation of the culture to reflect the 
Kingdom of God.  So, the question should never be, “How can we grow the church?”  
Rather, Christ’s followers should always be asking, “How can we transform our 
communities by the flow of God’s life in the world?”  By the same token, churches 
should stop training people for “church work,” because that implies a focus on the vessel 
rather than the treasure.  Discipleship training should always be geared toward mission—
the activity of God “out there,” in the world.  This will require a return to spiritual 
formation as the foundation of a missional form of discipleship.  The reason spiritual 
formation is important, according to Willard, is that behavior always flows out of 
character.  Followers of Jesus will naturally do what he says as they become transformed 
                                                 
2 Dallas Willard, Renovation of the Heart: Putting On the Character of Christ, (Colorado Springs: 
NavPress, 2002), 236. 
 
3 Ibid., 243. 
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more and more into his likeness.4  In fact, the only invitation to come that Jesus ever 
issued was “Come to me…” (Mt 11:28).  That invitation was extended to the crowds who 
were beaten down by the burden of legalistic religion.  This is the beginning of spiritual 
formation—to abide in Christ, and to take on his yoke and his teaching.  To the church, 
however, Jesus said go: “As the Father has sent me, I am sending you.” (Jn 20:21).  
      In conclusion, this progression from feeling called to being sent has been the 
focus of much of the personal transformation in the Missional Leadership Cohort.  My 
reading and reflection over the last seven years have been both revelatory and 
troubling—the view from the balcony has been unsettling.  I am stunned by how far the 
North American church has drifted from its mission.  Church leaders must recognize that 
they have been part of the problem—perpetuating old forms of ministry that are no longer 
useful to the movement of God in the world.  In order to become part of the solution, 
writes Reggie McNeal, leaders must turn from planning to preparation.5  Pastors are great 
planners, but that process assumes that churches are moving through incremental changes 
into a linear future, and that simply is not true anymore.  The changes facing local 
churches in the twenty-first century are discontinuous, non-linear, and massive.  In the 
manner of Moses leaving Egypt, or Abraham leaving Ur, leaders must stop planning the 
future and start preparing for it.  Neither of those leaders had any idea where they were 
going, so they could not plan the trip.  The reality, of course, is they did not plan, but they 
did prepare.   
                                                 
4 Willard, Renovation of the Heart, 242. 
 
5 Reggie McNeal, The Present Future: Six Tough Questions for the Church (San Francisco, CA: 
Jossey-Bass, 2003), 92. 
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      McNeal writes about “preparation architecture” that involves focusing on the 
vision, aligning values to the vision, and building on one’s strengths.6  The Church’s 
vision must become missional transformation, which means discovering a whole new 
way of being and doing church.  Likewise, a whole new set of values must line up with 
that vision.  Progress must be measured in new ways.  Much of what the church is doing 
presently must be abandoned in the new paradigm.  However, God’s people can celebrate 
in the knowledge that He brought us to the kingdom for such a time as this (Est 4:14).  
Every individual has been placed on the planet at the exact moment when his or her 
unique gifts and abilities will be most useful in God’s great enterprise on earth.  In the 
same way, the Church can build on its God-given strengths, while at the same time 
learning new skills.  Leaders must be willing to try things—new dance steps—they do 
not already know how to do.  So strike up the band—the Lord of the Dance is waiting. 
 
                                                 



























5. Our church structure appears to be 
disorganized, it is difficult to know 
who is doing what. 
33.3% 7.1% 0.0% 0.0% 25.0% NA% 8.7% 
10. Is based upon the preservation of 
the good things we have done in  
0.0% 14.3% 11.8% 0.0% 0.0% NA% 8.7% 
15. Our church leaders tend to focus 
upon preserving the status quo. 
33.3% 7.7% 29.4% 40.0% 50.0% NA% 26.7% 
20. Our church expects the ministers 
and staff to focus on the traditional 
activities that make up a  
33.3% 64.3% 29.4% 40.0% 25.0% NA% 41.3% 
25. Our church communicates to the 
congregation primarily through 
Sunday Services and published  
100.0% 100.0% 100.0% 100.0% 100.0% NA% 100.0% 
30. Our church appears to go from one 
week to another in a haphazard  
16.7% 0.0% 0.0% 0.0% 25.0% NA% 4.3% 
35. Most of our programs look pretty 
much as they did ten years ago, not 
much has changed. 
50.0% 42.9% 41.2% 20.0% 25.0% NA% 39.1% 
40. Our church leaders build our 
budgets to support existing programs 
and to pay for needed resources. 
100.0% 100.0% 82.4% 60.0% 50.0% NA% 84.8% 
45. The prime energy in our church is 
directed towards maintaining the 
status quo and avoiding difficult  
66.7% 21.4% 18.8% 40.0% 25.0% NA% 28.9% 
50. In our church, we ask the 
congregation to contribute more in 
money and time, we are always short 
of resources. 
50.0% 57.1% 18.8% 20.0% 25.0% NA% 35.6% 
55. The people in the congregation 
primarily relate to the church through 
the Sunday worship servi 
100.0% 92.9% 80.0% 20.0% 50.0% NA% 77.3% 
60. Our church congregation expects 
the ministers and other leaders to be 
primarily focused towards meeting the 
needs of everyone who attends and 
participates in church life. 
50.0% 57.1% 12.5% 40.0% 25.0% NA% 35.6% 
65. Our church congregation views the 
community that surrounds the church 
as the prime area of witness. 
33.3% 28.6% 43.8% 40.0% 25.0% NA% 35.6% 
70. Our church approaches growth by 
trying to attract new people who are 
similar to the people we have  
33.3% 35.7% 31.3% 40.0% 25.0% NA% 33.3% 
75. We have church programs or 
events that would interest to our 
neighbors and friends. 
33.3% 57.1% 43.8% 40.0% 50.0% NA% 46.7% 
80. People in the local community 
 
around the church would say that our 
church has some impact upon i 
33.3% 14.3% 28.6% 20.0% 75.0% NA% 27.9% 
 






















6. Our church has a clearly defined structure 
that spells out what the leaders can and 
cannot do. 
66.7% 42.9% 52.9% 40.0% 25.0% NA% 47.8% 
11. Is focused towards making some gradual 
improvements to what we have done in the 
past. 
16.7% 0.0% 11.8% 20.0% 25.0% NA% 10.9% 
16. Our church leaders are trying to make 
some changes to the way we do things to 
keep us from getting stale. 
100.0% 92.9% 64.7% 20.0% 75.0% NA% 73.9% 
21. Our church wants the leaders to find 
ways of growing, but to keep our traditions 
and heritage alive. 
100.0% 71.4% 82.4% 60.0% 50.0% NA% 75.6% 
26. The primary communication in our 
church seems to be focused towards 
informing the congregation of church events, 
member needs, and volunteer requests. 
100.0% 92.9% 100.0% 100.0% 75.0% NA% 95.7% 
31. Our church seems to depend on a few 
individuals who are working hard to keep 
things running smoothly. 
100.0% 85.7% 82.4% 20.0% 50.0% NA% 76.1% 
36. Our church leaders seem to spend a lot of 
time and energy trying to get people in the 
congregation involved in our church 
programs. 
83.3% 7.1% 41.2% 60.0% 0.0% NA% 34.8% 
41. Our church leaders build our budgets to 
fund improvements to our programs and 
resources. 
0.0% 7.1% 23.5% 40.0% 50.0% NA% 19.6% 
46. The prime energy in our church appears 
to be focused towards making some small 
and incremental improvements to what we 
have done  
83.3% 85.7% 46.7% 60.0% 50.0% NA% 65.9% 
51. In our church, the Minister and other 
leaders tell us when the church needs more 
money and volunteers, and the congregation 
usually respond. 
50.0% 71.4% 37.5% 60.0% 50.0% NA% 53.3% 
56. Our church encourages the people in the 
congregation to take an active role in the life 
of the church. 
66.7% 78.6% 81.3% 60.0% 50.0% NA% 73.3% 
61. Some of the congregation get involved in 
ministering to the needs of others in the 
church who are in physical or spiritual 
distress. 
66.7% 92.9% 87.5% 100.0% 75.0% NA% 86.7% 
66. Our church congregation gets involved in 
the life of a number of our local 
communities. 
16.7% 35.7% 43.8% 20.0% 0.0% NA% 31.1% 
71. Our church approaches growth by trying 
to attract new people who bring some 
differences to the people  
0.0% 14.3% 18.8% 20.0% 25.0% NA% 15.6% 
76. We plan and implement activities and 
events that would be relevant to our 
neighbors and friends. 
50.0% 50.0% 37.5% 40.0% 25.0% NA% 42.2% 
81. People in the community around our 
church would say that some people from the 
church congregation are making a difference 
in the community 
33.3% 21.4% 42.9% 40.0% 50.0% NA% 34.9% 
Total 57.9% 53.1% 53.6% 47.5% 42.2% NA% 52.3% 




























7. Our church has a clear structure that gets 
things done very well, we are effective in 
serving our church communities. 
0.0% 28.6% 35.3% 20.0% 25.0% NA% 26.1% 
12. Is focused towards making changes that will 
be of benefit to people living in our changing 
society. 
33.3% 35.7% 5.9% 0.0% 25.0% NA% 19.6% 
17. Our church leaders are involving the 
congregation in bringing about changes that 
will make us more relevant to our communities. 
33.3% 28.6% 23.5% 60.0% 75.0% NA% 34.8% 
22. Our church is trying to find innovative ways 
for church staff to meet the changing needs of 
the people in our congregation. 
20.0% 57.1% 35.3% 20.0% 50.0% NA% 40.0% 
27. Within our church we have good 
communication between members, and also 
between members and leaders. 
16.7% 7.1% 17.6% 60.0% 25.0% NA% 19.6% 
32. Our church has teams and groups of people 
who are working together to improve and 
integrate all of the programs within the church. 
0.0% 50.0% 35.3% 40.0% 75.0% NA% 39.1% 
37. Our church leaders are actively looking at 
changing our church programs to be more 
relevant to the people in the congregation. 
50.0% 64.3% 23.5% 40.0% 25.0% NA% 41.3% 
42. Our church leaders build our church 
finances towards bringing about significant 
change in our church life. 
16.7% 21.4% 0.0% 0.0% 25.0% NA% 10.9% 
47. The prime energy in our church is to find 
ways of bringing about change that will make 
us more relevant to our city and society. 
16.7% 35.7% 43.8% 20.0% 75.0% NA% 37.8% 
52. Our church appears to have the money, 
people, and resources that are needed to bring 
about positive change to our programs and 
church life. 
16.7% 42.9% 56.3% 60.0% 75.0% NA% 48.9% 
57. Our church encourages everyone in the 
congregation to take an active role in the life of 
the church and our various communities in 
order to witness for Jesus Christ. 
33.3% 64.3% 56.3% 40.0% 75.0% NA% 55.6% 
62. Many people from the congregation are 
involved in the lives of others in the 
congregation who are experiencing some type 
of distress. 
33.3% 57.1% 56.3% 60.0% 25.0% NA% 51.1% 
67. Our church programs are designed to be of 
spiritual interest to, and to meet the needs of 
various local communities within the city. 
0.0% 14.3% 18.8% 40.0% 50.0% NA% 20.0% 
72. Our church approaches growth by trying to 
understand the needs of our current society, and 
to look for ways to meet those needs. 
0.0% 14.3% 25.0% 20.0% 75.0% NA% 22.2% 
77. We develop programs and training events to 
give our congregation more skills and tools for 
developing relationships in their communities. 
0.0% 0.0% 12.5% 20.0% 25.0% NA% 8.9% 
82. People in the community around our church 
would say that some of our church programs 
are making a difference in their lives. 
33.3% 35.7% 28.6% 60.0% 50.0% NA% 37.2% 




























8. Our church has a flexible structure that gets things 
done, but also allows for teams of people to form and 
work on new projects. 
50.0% 100.0% 56.3% 60.0% 25.0% NA% 66.7% 
13. Is focused towards a future vision of the church 
that is different from what we have today. 
33.3% 21.4% 17.6% 0.0% 25.0% NA% 19.6% 
18. Our church leaders are creating opportunities for 
us to re-create our church so that we make a 
difference in the various communities where we live 
and work. 
50.0% 28.6% 41.2% 25.0% 50.0% NA% 37.8% 
23. Our church views all staff as members of a team 
who work with congregational leaders and groups to 
serve our city and various communities. 
80.0% 71.4% 64.7% 40.0% 25.0% NA% 62.2% 
28. Our church has made sure that we have constant 
and ongoing communication between leaders, 
groups, and volunteers. 
0.0% 7.1% 5.9% 40.0% 25.0% NA% 10.9% 
33. Our church is encouraging all people in the 
congregation to interact with leaders, teams, our city 
and various communities in a variety of ways. 
33.3% 35.7% 35.3% 20.0% 50.0% NA% 34.8% 
38. Our church leaders are creating new forms of 
church to make us more relevant to our society. 
16.7% 21.4% 23.5% 20.0% 50.0% NA% 23.9% 
43. Our church leaders build our church finances on 
the belief that we are making sound investments in 
our congregation, and our various communities. 
16.7% 57.1% 47.1% 0.0% 25.0% NA% 39.1% 
48. The prime energy within our church is to find 
innovative ways for us to contribute to the life and 
future of our city and society. 
16.7% 21.4% 25.0% 20.0% 75.0% NA% 26.7% 
53. Our church appears to have the finances, energy 
and people to be directed towards the planning of the 
life of the church. 
50.0% 42.9% 53.3% 60.0% 75.0% NA% 52.3% 
58. Most of the people in our church congregation 
take an active role in the ministry of the church and 
in their local communities. 
0.0% 14.3% 18.8% 40.0% 25.0% NA% 17.8% 
63. Our church encourages and trains the 
congregation to be of service to others inside and 
outside the church who are experiencing difficult life 
problems. 
16.7% 42.9% 37.5% 60.0% 50.0% NA% 40.0% 
68. People in our congregation are highly involved in 
the life of our local communities, and are making a 
strong difference in the lives of families and 
individuals. 
0.0% 14.3% 25.0% 20.0% 25.0% NA% 17.8% 
73. We look at growth in terms of the number of 
people in the city and our various communities who 
are touched by us. 
0.0% 0.0% 12.5% 0.0% 25.0% NA% 6.7% 
78. Most of the people in the congregation are 
encouraged to develop relationships with those in 
their neighborhoods and workplace who are not yet 
part of this church community. 
66.7% 78.6% 50.0% 40.0% 75.0% NA% 62.8% 
83. People in the community around our church 
would say that our church is an important part of the 
life of the community, contributing significantly to 
its health and well - being. 
0.0% 7.1% 7.1% 20.0% 25.0% NA% 9.3% 
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